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An established faculty union affects the
administration of an academic institution.
it impacts on the role of the dean,

To examine how

these basic questions

were used to guide the study:
1.

What are the perspectives of the deans on the impact
of

faculty collective bargaining on the role of the

dean?

2.

A.

Faculty personnel policies and procedures?

B.

Budget and resource acquisition and allocation?

C.

Planning and curricular program development?

What views do the deans have for
administration of unionized,

improving the

academic institutions,

especially the state colleges and universities?
Using a qualitative research method and nine academic
deans,

I

explored the above issues.

depth,

personal

interviews,

Tape recorded,

in-

consisting of open-ended

$
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questions,

provided the data.

governance documents,
contracts,

The institution's

academic personnel policies,

and other publications were reviewed,

union

and

information from them used in analyzing and interpreting
the data.
Some significant results were:
1.

Faculty collective bargaining has made deans
cautious,

careful,

conservative and safe in making

personnel decisions,
less daring,
2.

bold,

and ultimately made the campus

flexible,

It has contributed to clear,
personnel procedures,
decision making,

and innovative.
precise,

and detailed

limited arbitrariness in

increased faculty involvement and

cooperation in certain decisions,

and limited them in

others.
3.

It has curtailed deans'
faculty salary,
merit pay,

roles in decision making for

reduced the percentage of money for

and limited deans'

ability and discretion

to use merit pay to reward faculty.
4.

It has not contributed to increased time or
administrative skills that the majority of the deans
require to perform their duties in personnel
administration.

5.

The financial condition of the institution has the
greatest impact on the role the deans play in the
budget,

while federal/state regulations have the

vii

least impact,

followed by faculty collective

bargaining.

.

6

Faculty collective bargaining has not caused any
shift in the roles and responsibilities of the deans
compared with those of the faculty in academic
program planning.

7.

The academic personnel policy changes implemented
before the establishment of the union reduced the
impact of faculty collective bargaining on the roles
and responsibilities of the deans.

• • •
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CHAPTER I
INTRODUCTION

What are the perspectives of the deans on the impact of
faculty collective bargaining on the role of the dean?

This

study will seek an understanding of this basic issue through
a qualitative in-depth interview of academic deans in a
public state university.
The academic dean occupies an important position in the
administrative hierarchy of an educational institution.
Department heads and chairpersons depend on the dean to
fulfill the academic and professional needs and expectations
of their students and faculty.

To meet these

responsibilities the dean relies on the resources and
delegated authority from his/her administrative superiors.
Both the subordinates and superiors expect strong leadership
from the dean,

who in turn,

expects their understanding and

cooperation in the efforts to perform the duties effectively
and efficiently.
Undoubtedly,
complex.

the duties of the dean are many and

The demands from different departments and groups

that the dean attends to are multiple and sometimes
conflicting.

It would be easy for the dean to exercise

discretion and authority in decision making without
consulting any one,

if all the competing demands could be

met adequately by this means.

But the authority and

1

resources that the dean has are limited;
cannot be met

(Tucker and Bryan,

1988,

and all the demands

pp.

1-5).

Since many

academic institutions face the problem of scarce resources
most of the time,

each dean has to find ways to resolve the

issues he or she encounters.
*

However,
union,

when a college or university has a faculty

collective bargaining is usually one mechanism for

addressing faculty problems and concerns.
protects faculty job interests and careers.

The union
It supposedly

helps the faculty to participate in decisions that affect
them and,

sometimes,

the institution as a whole.

Moreover,

the union's activities and involvements in faculty issues
probably have significant impact on faculty compensation and
administrative functions,
areas.

particularly in the personnel

Because the dean is in constant interaction with the

faculty members and students,

whose careers and academic

interests are under his administrative supervision,

the

dean's role and responsibilities to them may be impacted by
the union in diverse ways.

Some of these may be beneficial,

while others are detrimental.

I will explore these issues

in this research.

Statement of Problem
The establishment of a faculty union affects the
administration of an academic institution.

What are the

perspectives of the deans on the impact of faculty

2

collective bargaining on the role of the dean?

What views

do they have for improving administration of unionized
academic institutions?
Before the advent of collective bargaining in higher
education,

many decisions were made informally.

schools and colleges of an institution,

In some

it was not unusual

for deans to exercise discretion in the hiring or promotion
of some faculty with minimum consultation and input from the
other members of the department.

Some institutions did not

have a formal mechanism for handling faculty grievances.
Those who had instituted grievance procedures for resolving
disputes were often criticized by those who considered such
mechanisms inadequate to address faculty problems.

The

informality in administration and decision making in many
colleges and universities was disliked by most faculty,
particularly,

the young ones.

Some argued that the system

encourages partiality and unfair treatment; that it was
undemocratic and gives greater power to the administration
and a minority of senior and tenured faculty members.
those who felt this way,

For

faculty collective bargaining was

seen as a means to correct the anomalies in the
administrative system
pp.

(Loewenthal and Nielsen,

1976,

4-6).
On the other hand,

many administrators and some faculty

argued that faculty collective bargaining was incompatible
with higher education.

Some charged that it would destroy

3

collegiality.
nature,

Because of its political and conflictual

some authors stressed that it would polarize the

faculty and the administration.
over "rights issues"

Others saw it as a struggle

(Chandler and Julius,

1979) .

Much of the research that has been done on the effect
of faculty collective bargaining in higher education has
concentrated on administrators in general.

In most cases,

the presidents and union leaders are the groups surveyed or
interviewed.

These studies have relied on questionnaire and

quantitative methods for data collection and analysis.

For

the academic deans there is little research done to tap
their experiences and perspectives on the actual effects of
faculty collective bargaining on their duties.

As a result

of this condition much of what is known is a generalization
of the results of studies on the effects of faculty
collective bargaining on institutional administration,

and

not from studies specifically targeted at the academic
deans.

For example,

and Julius
McKeever

the studies of Gilmore

(1979) ; Kemerer and Baldridge

(1978) ;

and Napolitano

(1977)

(1979) ;

Chandler

(1975) ; Lee

(1977);

illustrate these

views.
Budget cuts and deficits are limiting the resources
available to the public colleges and universities
nationwide,

this situation makes the duties of the dean much

harder to perform.

Since the union caters to faculty

compensation needs and other conditions of employment,

4

its

activities which affect the role of the dean are increased
as some faculty face retrenchment,
conditions,

worsening working

and loss of promotion or salary increases.

In a period of student enrollment decline and scarcity
of financial resources,

greater friction between the

administration and the faculty union can occur.
issues affect the faculty,

Because the

the deans play major roles in

resolving most of the problems in their schools or colleges.
How successful they are in handling these issues,

and in

planning for the development of future programs and the
faculty to meet academic needs,

determines how strong their

schools and colleges will emerge.
It is because of the importance of these issues that
this research focuses on the deans' perceptions of the
impact of faculty collective bargaining on the role of the
dean.

The use of intensive,

in-depth interviewing seems an

appropriate method for pursuing a thorough,

meaningful

understanding and interpretation of the context of this
study.

Statement of Purpose
The purpose of this study is to understand and describe
what the deans perceive as the impact of faculty collective
bargaining on the role of the dean.

My objective is to find

out their experiences in working in a unionized university;
the benefits they believe accrue from collective bargaining;

5

m

the problems they encounter with it;

how they handle the

issues that arise on the job; what they would do
differently,

if there was no faculty union.

Also,

I would

like to know their opinions on how to improve academic
administration in a college or university with faculty
collective bargaining.
Based on my understanding of the stories of the
respondents in this study,

I will provide an interpretation

and analysis of the implications of the findings for
educational administration.
Three main areas where the dean has major
administrative roles and responsibilities will be emphasized
in this research.

These are:

1.

Faculty personnel policies and procedures.

2.

Budget and resource acquisition and allocation.

3.

Planning and curricular program development.

The questions which will be used to probe the main
context of the study will be framed around these three broad
areas.

In the case of faculty personnel policies and

procedures,

the primary elements the conversation will

center on will be:
tenure,

faculty hiring,

full time/part time faculty,

adjustment and merit pay increases,
retirement,

leave of absence,

retention,

promotion,

salary and salary
retrenchment,

and grievance appeal.

For budget and resource allocation,

discussion will be

on the criteria for departmental budget recommendation and
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allocation of funds,

equipment,

secretarial services,

space for research and teaching.

and

The method of acquisition

of resources and how this affects their distribution will be
discussed.
The planning and development issues will be on the
projections of where the school or college should be headed
and what curricular changes should be made.

What specific

resources will be needed to meet the present needs and the
expectations of the future.

How are the resources to be

secured?
In each of these areas,

the focus will be on how the

faculty collective bargaining influences the decisions made.
In what way the faculty are involved in the discussions and
recommendations which form the basis for decisions because
they are unionized.

How and in what ways the union's

existence affects the relationship of the dean and the
central administrators.

In short,

does faculty unionism

affect the dean's collegial relationship with other members
of the university community?

These and the time the dean

spends on the different functions he or she performs,

and

the authority and power delegated for the execution of the
duties will be discussed.
The basic guestions which will guide the study are;
■

What are the perspectives of the deans on the impact of
faculty collective bargaining on the role of the dean?
A.

Faculty personnel policies and procedures?
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■

B.

Budget and resource acquisition and allocation?

C.

Planning and curricular program developments?

What views do the deans have for improving
administration of unionized academic institutions,
especially the public,

unionized,

state colleges and

universities?

Significance of the Study
It
ability,

is reasonable to assume that the administrative
leadership qualities,

imagination,

and drive for

innovation which a dean brings to the college he or she
administers,
college.
However,

have significant effects on the affairs of that

Every dean has a set of objectives to accomplish.
many factors facilitate or prevent their

achievement.

Presumably one of the most important factors

is faculty collective bargaining.

Because of this,

what the

deans perceive as the problems and benefits of faculty
collective bargaining will be important information this
study will generate.
The discussions of the implications of the findings in
the study will enlighten many students,
administrators,

faculty,

educational

and union officers.

Also,

the

recommendations that will accompany the results of the study
may be beneficial
relations,

in improving communication,

administrative policies,

practices.
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employment

and union policies and

There are some people who are unaware,

or who may have

vague ideas of what the union does or does not do;

its

precise effects on the role of the dean and how this impacts
on the school or college may be unknown.

A study that

documents and clarifies some of these issues may lead to
changes in the perception of the union,
dean,

the role of the

and the rationale for certain actions a dean may take

in carrying out his or her duties.

This insight and

understanding may encourage cooperative effort and lessen
conflict and divisiveness among the constituents of a
college when discussing important issues germane to the
improvement of the college or the whole institution.
For an aspirant to a decanal position in a unionized,
public,

state university or college,

awareness of the

experiences of incumbent deans is essential.

The problems

they encounter in executing their duties and how they handle
them are important information for one to have.

Knowing the

beneficial and risky aspects of the job and a dean's
interactions with the faculty,
other deans,

department chairpersons,

and administrators will help the individual to

make an informed and reasonable judgement about the
deanship.

This study will provide the data which are

invaluable for making such a personal evaluation of an
important career decision.
For the union,

the study will provide an assessment of

its activities by the deans who grapple with them.
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This

assessment will reveal areas of its strengths and weaknesses
as provided by the participants.

The results can guide the

union leaders in their future actions.

It may also help

them in the formulation of policies and strategies to
prevent the harmful impacts of the union on the roles of the
dean.
In the case of the central administration,

the research

will enable the administrators to understand what the deans
experience.

The deans will also learn from the suggestions

and experiences of other deans about certain things that may
help them to improve their performances on the job.
On a larger scope,

the results of the study will be

useful for comparing the practices of faculty collective
bargaining and its effects on the deans in the institution
studied with those of other institutions of similar
standing.

Those other institutions may benefit from the

results and recommendations that will be offered for
handling administrative issues and problems.
usefulness of the data collected,
results,

Moreover,

the

the interpretation of the

and the clarification of their implications may

inspire other researchers to undertake similar studies in
different colleges and universities.
Since this research is using in-depth interviews almost
exclusively for data collection,

it departs from

quantitative studies which use either questionnaires alone,
or a combination of questionnaires and interviews.
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In some

instances the researcher using survey questionnaires
interviews a handful of the respondents merely to gather
information to supplement the questionnaire's data.
of qualitative

in-depth interview in this study arguably

will provide richer and more meaningful data.
employing

The use

Therefore,

it may encourage other researchers to use this

research method more often when investigating complex
problems of administration in institutions of higher
education.
In summary,
impact of
dean.

the study will add to our knowledge of the

faculty collective bargaining on the role of the

It will generate perspectives on what to do to

improve educational administration,

particularly,

unionized state colleges and universities.

in the

Finally,

other

researchers may be motivated to undertake similar studies
using qualitative in-depth interviewing methods.

Delimitations
This study is restricted to faculty collective
bargaining.

Other collective bargaining units such as

clerical or professional administrative staff unions are
excluded.

The study is also confined to a single,

university within the public sector.
colleges,
included.

schools,

state

Only the deans of

and divisions of the university are

Other administrative officers such as dean of
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students,

or directors of independent academic units are

excluded.

Limitations of the Study
1.

The study is qualitative and descriptive;

it may not

provide data which other qualitative studies using
participant observation,
interviews, may provide.

in addition to in-depth
A similar argument can be

made for quantitative studies also.
2.

The use of only one state institution does not provide
the variety in perspective which may be gained by
including deans from other institutions.

But the in-

depth study of one university provides a rich source of
data.

It also ensures a meaningful understanding of

issues that may not be learned by including many deans
from institutions with varying degrees of institutional
culture and experience with faculty collective
bargaining.
3.

The study is limited to the deans in the institution
studied.

Its results may not be generalized beyond

this population because they may have experiences
caused by the unique constraints on the institution.
However,

valuable insights and knowledge from the study

may help potential and incumbent deans,
administrators,

other

and faculty in other institutions.
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4.

Current economic conditions and budget crisis may have
an effect on the study by influencing the responses of
the deans.

Organization of the Rest of the Study
Chapter II will discuss the literature and research
reviews which are pertinent to the study.

Chapter III

presents the research methods and clarifies the rationale
for the choice of methods.

The section will include the

research design, methods and procedures for collecting,
analyzing,

and reporting the results.

In Chapter IV the

results of the study will be presented,

followed by their

discussion and interpretation in Chapter V and the
recommendations for further studies.
and appendices concludes the study.

13

A list of references

CHAPTER II
LITERATURE REVIEW

Introduction
Faculty collective bargaining was established in higher
education for the first time in the 1960s.

The deanship,

the other hand, has a history dating back to the 1870s.

on
One

thing which both have in common is that they are creations
of the changes that occurred over the years.
To understand how they evolved and their influence on
higher education one needs to look at the historical context
of events.

As Burton Clark stated:

"Historians tell us

appropriately that if you want to know where you are going,
it helps to know where you have been.
helps to know where you are"

(Clark,

We may add:
1984, p.

it also

273).

In the long history of the deanship, the dean has
performed a variety of duties,

some remarkably important and

others merely routine activities and trivia associated with
administrative work.

Whatever may have been the

responsibilities and functions of the dean in the past,

it

is reasonable to expect that faculty collective bargaining
has affected them.

The literature review will deal with

some of these matters and point the way to the issues to be
investigated in the current study.
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Historical Context
The early colonial colleges were small and had simple
administrative structures.

There were few students and a

handful of instructors called tutors.

The administration

was mainly composed of the president assisted by the faculty
who handled students'

issues especially counselling and

checking of disorderly conduct.

The curriculum was

structured and standardized and knowledge was limited.
These conditions prevailed for a very long time and
understandably there was no need for a dean.

Many authors

have documented these issues and have analyzed the changes
that transformed these small and simple colonial colleges
and others that followed them into the large,
multi-faceted, matrix organizations of today.

complex,
Accounts of

these issues include those written by well known and reputed
authors like Brubacher and Rudy (1976), Hofstadter and
Wilson

(1961), Ruldolph (1962), and Veysey (1970).

These authors and many others who wrote about higher
education and histories of individual institutions gave
accounts of the political,

economic,

socio-cultural,

and

intellectual forces that shaped these colleges and
universities.

One account of an individual institution was

written by Harold Whiting Cary in 1962.
University of Massachusetts:

In the book, The

A History of 100 Years,

Cary

described in detail what transpired among the influential
individuals and groups, who were involved in the

15

establishment,

financing and development of the university

from its founding in 1863 as a Massachusetts Agricultural
College up to the 1960s.

He gave a portrayal of the

development of the curriculum,
colleges,

departments,

divisions and

and the governance and decision making apparatus

and processes that were put in place long before the advent
of faculty unionization.
Nationally,

the growth of higher education was gradual

up to about the 1870s.

However,

of change accelerated.

The colleges and universities became

larger and in time,

after that period the rate

growth led to complexity in many areas.

According to one source,

"in 1870 colleges had an average of

about ten faculty members and 90 students.

By 1910 these

averages had quadrupled and some institutions—Michigan and
. . . ,

for example—enrolled more than five thousand students"

(Carnegie Foundation for the Advancement of Teaching,
pp.

1982,

15-16).

Origin of the Deanship
It was during this period that the academic deanship
emerged starting with its establishment by Harvard in 1870
and then spreading to other institutions
Dibben,

1968,

p.

been established"

1).

(Ward,

1934,

p.

17;

"By 1885 only fifteen deanships had

(Defarrari,

deanship had become common
Advancement of Teaching,

1956,

p.

55).

But by 1890 the

(Carnegie Foundation for the

1982,

16

p.

16;

Brubacher and Rudy,

1976,

p.

dean.

367).

However,

The title,

Harvard did not invent the title,

and the office of deanship,

developed in

the medieval universities to which the colleges and
universities of Western Civilization trace their roots.
Even its lineage goes back to the military or civil
administrative offices in Roman times
Ward,

1934,
Corson

pp.

(Dibben,

1968,

p.

1;

12-13).

(1960)

attributes the emergence of the role of

dean in the governance of American colleges and universities
to two sources.

One of these sources was the establishment

of "separate and relatively independent professional school"
(1960,

p.

74) .

Harvard had its first medical school dean in

"1864 with the chief function of maintaining 'friendly and
charitable intercourse with students'

and within five years

there was a dean of the college faculty and talk of a law
school dean"

(Dill,

1980,

p.

262).

The other source was the

establishment of the position of dean in many institutions
to "aid the president,

and to take over,

principally,

educational functions which the president can no longer
perform"

(Corson,

1960,

p.

74) .

Corson asserts that this

was the primary reason for the establishment of the office
of dean of Harvard College in 1870.

From that time on the

presidents in many institutions have been forced by the
expanding demands on their time,
responsibilities,

due to increased

to delegate more and more of their

functions to the deans.
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Ward

(1934)

documented 36 different reasons for the

creation of the deanship as assigned by the 289 of the 330
institutions which reported to his study on the deanship of
liberal arts colleges.

The five reasons most frequently

cited for their development were in descending order of
ranking of responses:
institutions,

102;

natural development of the

establishment at opening of college,

to aid the president,

27;

reorganization of the college,

and president frequently absent,
responses

(Ward,

1934,

p.

23).

10.

48;
18;

"Cause unknown" had 41

Similar view is articulated

by Ray Deferrari who wrote in The Problems of Administration
in the American College:
The office of dean was created in many colleges
to aid the president.
In others it came into
being to meet an emergency, such as illness,
resignation or death of the president.
Sometimes it came about through the
reorganization of the college, and sometimes it
was created outright at the opening of the
college.
(Deferrari, ed., 1956, p. 55)
Brubacher and Rudy added insight to the origin and
function of the dean.

They wrote that in 1870 Harvard

"appointed Professor Ephraim Gurney as what might be termed
the first college
teaching,

'dean'....

was to take the burden of discipline off President

Eliot's shoulders"
Gould,

His main task apart from

1964,

p.

(Brubacher,

2).

18

1958,

p.

322.

Cited in

Role of the Dean Prior to Collective Bargaining
Today,

as in the past,

remained many,
defined.

varied,

the functions of the dean have

and in some areas, not clearly

Some early studies on the deanship and the

organization of the colleges confirm this view.

Faculty

unionization may have exacerbated the problem.
Reeves and Russel jointly undertook two studies which
were published in 1929 and 1932.

These studies were

significant not only for being serious efforts to document
the functions of the dean but also for being among the
earliest studies of this kind.

In the first study the

authors surveyed the conditions in 16 colleges under the
control of the Disciples of Christ,
state institutions.

and other private and

The second study was an examination of

the administrative organization in 35 colleges related to
the Methodist Episcopal Church.

Each of the two studies had

a list of thirteen functions most frequently assigned to the
dean.

The functions listed on the two studies were

remarkably identical except for one minor substitution.
Item 9,

"to assist in the recruitment of students," was

replaced with,
council"

"to serve as a member of the administrative

(Dupont,

in Dibben,

1968, p.

11).

The first five functions of the dean listed on the
second study included the following:
1.

To direct the educational activities of the
college.
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2.

To act as chief advisor to the president in matters
of college policy, particularly in academic
affairs.

3.

To formulate educational policies and to present
them to the president and faculty for
consideration.

4.

To direct the attention of faculty members to
changing educational thought and practice,
particularly as they affect higher education.

5.

To transmit to the president the budget
recommendations for academic activities,

after

details have been worked out with department heads.
(Reeves and Russel,

1932, p.

87)

The authors concluded their study as follows:
other words,

"In

if enough colleges are included, the deans will

be found to be doing everything done by any administrative
officer; the same will be true for the president, the
registrar,
1932, p.

and the business manager (Reeves and Russel,

86).

Following Reeves' and Russel's study, Kinder in 1934
compiled the sixty functions of all administrative officers
combined and submitted them to the deans of 116 liberal arts
colleges for marking
results,

(Kinder,

Kinder stated:

1934, p.

49).

Regarding the

"It can be seen from Table 11 that

the dean of the college in one or another performs all sixty
of the functions listed"

(Kinder,
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1934, p.

58.

List of the

functions is shown in Appendix A).

He also noted that no

definition of the duties of the various officers and faculty
has been made in 55% of the 90 liberal arts colleges
reporting on this particular issue
pp.

(Kinder,

1934,

45-46).
Ward

(1934)

conducted a study which consisted of the

analysis of historical documents and information generated
through questionnaires'

responses from 330 incumbent deans

of liberal arts institutions in the United States.
sought to determine,

among other things,

development of the deanship,
administrative scheme,

He

the origin and

its status in the

to find out the opinions,

controlling

ideas and philosophies held by deans in their relation to
four major areas of service—purpose of the college,
curriculum,
(Ward,

improvement of instruction and student welfare

1934,

p.

4).

Among Ward's findings and conclusions were that "the
deanship has developed in a haphazard fashion from widely
differing causes and a variety of college offices"
1934,

p.

72).

(Ward,

That the office of dean was still "in the

process of evolution,
standardization.

with no uniformity and little

It continues to accept new

responsibilities and is now delegating certain duties,
as discipline,
offices"

(1934,

records,
p.

73).

absences,

to new or subordinate

For the proper,

development of the office of dean,
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such

continued

he concluded that two

things were necessary:

"(1)

a clear and concise definition

of its authority and responsibilities,

(2)

appointment to

this office of only those who are adequately qualified in
scholarship,

professional training and experience,

natural endowment of mind and heart"

(1934,

p.

and

88).

Regarding the responsibilities of the dean he asserted:
The major responsibilities of the dean may be
said to lie within the following areas:
(1) instruction, (2) curriculum, (3) student
welfare, (4) personnel, (5) faculty relations,
(6) admissions, (7) discipline, (8) research.
He has, of course, additional responsibilities
for which he does not assume the major role.
Among these are the budget and pubic relations.
(Ward, 1934, p. 105)
Clyde Milner reported a study he undertook in 1936 in
which 100 small colleges with an annual enrollment of
between 200 and 600 students in 1935 responded.

He

identified twenty functions most frequently assigned to the
dean out of a total of sixty functions listed.
themselves,

according to Milner,

The deans

considered thirteen of

these their chief responsibilities.

These functions were:

(1) To interview students on all academic
matters; (2) To advise failing students; (3) To
correspond with parents on all matters of
student welfare; (4) To give counsel on all
academic problems; (5) To grant permission for
changes of courses of study; (6) To supervise
the college curriculum; (7) To give general
advise on all college policies; (8) To help
estimate the teaching ability of faculty
members; (9) To make annual reports on the
academic work of the college; (10) To estimate
the constructive influence of the faculty
members on campus life; (11) To recommend all
changes in curriculum; (12) With heads of
departments to make all changes in courses;
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(13) To improve
pp. 96-97)

instruction.

(Milner,

1936,

The questionnaire survey Keith Higgins sent to 404
college deans

in 1946 yielded 161 returns.

revealed that

in most of the

The analysis

161 cases the responsibility of

the academic dean had become supervisory or coordinative
with regard to admissions,

registration,

general counseling of students.

discipline,

and

In some colleges these

functions had been reassigned to another office.

The only

exceptions to these observations were the smallest colleges.
In essence,

the responsibilities of the academic dean as

this study showed,
(Higgens,

1947.

were fully covered by previous studies

Cited in Gould,

1964,

p.

11).

Earl McGrath saw the principal functions of the dean
as:
(1) Considering the ends and means of education
and arousing the faculty to similar
undertaking; (2) Selecting faculty members;
(3) Preparing the budget.
(McGrath, 1947.
In
N. Burns (Ed.), pp. 43-47)
Corson

(1960)

made a study of the organizational

characteristics of ten colleges and universities.
assertions were that:
In many smaller institutions the dean
devotes a principal part of his time to
handling student affairs....
His role, in the smaller college, in the
selection and in the promotion and fixing of
compensation of the faculty is, in effect, as
assistant to the president....
The dean's responsibilities for leading
the faculty in a persistent reexamination of
curricular...tend to be small....
Because the
educational program consumes a major part of
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His

the college's budget, the president controls
most curricular and faculty decisions and
markedly limits the role played by the dean.
(Corson, 1960, pp. 75-76).
One interesting feature which Corson points out in his
study is that there exists a close knit relationship among
the faculty in the professional schools.

This he attributes

to the common membership they share in professional
organizations.

He notes that the lack of diversity and high

degrees of specialization in professional schools compared
to the humanities,

social sciences,

and natural sciences,

coupled with their common professional allegiance makes the
work of a dean in a professional school simpler than that of
a dean of liberal arts colleges.

Consequently,

this enables

the dean of a professional school to exercise a greater
leadership in educational programming,
and budgeting

(Corson,

On the other hand,

1960,

p.

faculty selection,

80).

other demands on the professional

school dean make his/her job complex and difficult.
these demands include consulting obligations,
raise funds for buildings,
scholarships;

Some of

efforts to

for faculty salaries,

and for

increased contacts with outsiders such as

prospective employers to facilitate student placement,
professional groups like bar association or medical
societies become part of the dean's functions.
like the school of agriculture,

the deans must build support

among the agricultural constituency,
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In a case

if the institution is

to grow and influence the life of the state it serves
(Corson,

1960,

pp.

80-81).

Regarding the role of the dean in large institutions,
Carson noted that the dean assumes greater responsibility
for budgeting the funds for distribution to the departments,
and for promotion and selection of faculty members.
responsibilities,

he said,

influence to the dean.

These

give increased status and

On decision making authority he

added that the committee authorized to review and express
judgement on new appointments and promotion to tenure rank,
and the president's insistence on forming independent
judgement on the individuals,

are the two limiting factors

to the dean's power in these areas.
In spite of this limitation the dean exercises
responsibility for educational leadership in a large
institution.

The test of the dean lies in his or her

ability to provide progressive leadership by overcoming
opposition from department chairpersons who strive for
independence and autonomy,
pp.

he asserted

(Corson,

1960,

76-79).
This view expressed by Corson is reiterated by Dill

(1980)

in his discussion on how deans should function if

they are to be effective.

He noted the difficulty deans

encounter when they are confronted by senior members of a
department who can act as veto blocks in their challenge to
the dean.
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Summary
Of all the studies reviewed so far only that of Corson
included an examination of the role of deans in professional
schools,

as well as liberal arts,

natural sciences.
deans.

social sciences,

and

Others excluded the professional school

The studies show a diversity in the roles and

responsibilities of deans from one institution to the other
and even a remarkable variety in the duties performed by
deans in the same institution.

As the institution increases

in size the responsibilities delegated to the dean increase
also.

At the same time,

some functions which the dean used

to perform are delegated to other officers and offices
within the institution.
The role of the dean has changed.

Over time,

the

emphasis placed on some of the responsibilities has shifted.
Gould's statement on this point is revealing.

He stated

that the role of the academic dean has seen a
progression from almost sole concern with
students, through a phase when students and the
curriculum were his largest responsibilities,
to a period when curriculum and faculty
demanded the greatest part of his energies, and
finally to a place where his major concern is
the faculty alone—a progression, incidentally,
which some deplore.
(Gould, 1964, p. 10)
From the 1960s to the present time remarkable changes
occurred in higher education.

Among these changes are the

introduction of collective bargaining in many colleges and
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universities,

explosion in student enrollment followed by a

declining trend,
administrators,

changes in curriculum and composition of
faculty,

emphasis on research,

and student body.

Increased

greater intrusion by governmental

bodies that demand accountability and impose legal mandates
in employment.

All these changes have contributed in many

ways to shape the role the dean performs.

The literature

and recent studies show that the dean has important
responsibilities in the following areas—personnel,
academic,

administrative,

functions

(Giallombardo,

student related and instructional
1979;

Tucker & Bryan,

1988).

The

degree of responsibility and the amount of authority and
power the dean exercises over the various components that
constitute the above categories differ.

A review of

literature and research on these categories that form the
principal areas where the dean performs major duties will be
discussed later.

History of Unions in Higher Education
Between 1876 and 1910 there were great changes in the
institutions of higher education which set the stage for
future events.

The adaptation of research oriented

scholarship from Europe,

particularly from German

universities led to increased specialization and ultimately
to the professionalization of the academy.

Within forty

years the new university had displaced the old.
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Research

oriented scholarship which started at Johns Hopkins
University had transformed American colleges and
universities.

The new breed of scholars placed great pride

and emphasis on their academic disciplines and wanted to
make permanent careers out of them.
specialization of knowledge,

As a result of

colleges and universities

developed divisions and departments.

The departmental

structure became the home of the faculty and starting in
1900,

it formed the basis for faculty participation in

governance
Teaching,

(Carnegie Foundation for the Advancement of
1982,

pp.

16-17).

Despite increased knowledge which the faculty had
achieved,

they had not gained sufficient influence in

decision-making on issues affecting them to the extent they
wanted and deserved.

To compound the problem,

the

developments in the industrial sector during the early
period of the twentieth century had a tremendous impact upon
higher education organization,
administrative practices.

governance structures and

Most of the business techniques

developed and used in the private sector were transplanted
to the educational institutions.
Rudy,

as early as 1905,

Henry S.

According to Brubacher and
Pritchett,

president of the

Carnegie Foundation had written an article titled,
the University Become a Corporation?"

"Shall

in which he noted that

American colleges and universities were operated "under an
administrative system which was closer in form to that of a
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modern business corporation than to anything else in the
history of higher learning.
trustees,

the same professional executives,

corporate enterprises"
410).

There were the same boards of

(Brubacher and Rudy,

as in large
1976,

pp.

409-

These management practices had always been abhored by

the academic on presumption that they were incompatible with
the administration of academic institutions.

Undoubtedly

their continued implementation and the efforts by the
faculty to check their restrictive influences on the life
and work of the professors added great impetus to the
founding of the American Association of University
Professors

(AAUP)

in 1915.

The founding of the AAUP was a first step taken by
professors to establish measures that would check the
exacerbated trampling of the rights of the faculty.
association's concerns were academic freedom,

The

tenure,

proper

procedures for handling institutional problems of the
faculty,

and faculty's professional responsibility

(Metzger,

in Commission on Academic Tenure in Higher Education,
pp.

148-151).

1973,

The organization felt it was inadmissive that

those unqualified to render judgement on faculty's academic
competence were making such decisions to the exclusion of
the faculty.

The association resolved that the faculty

should become more involved in academic governance.

This

would check arbitrary action of the board of trustees and
the administration.

Also,

the founders hoped that the award
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of tenure would guarantee academic freedom and reasonable
compensation for the professor
In 1918,

(Metzger,

1987,

p.

169).

Veblen condemned the irrational and wholesale

transfer of management practices in the industrial sector to
the University.

He criticized the board of trustees and the

presidents for bureaucratization of the university.

In his

opinion excessive emphasis on efficiency and control,
are managerial tools for achieving corporate profit,
incompatible with the university,

which
were

where faculty autonomy and

freedom to pursue research and teaching were highly valued.
He saw faculty as professionals whose salaries were not in
the form of wages.

As he noted,

there was "...a feeling

among them that their salaries were not in the form of wages
and that there would be a species of moral obliquity implied
in overly dealing with the matter"
p.

x) .

(Ladd and Lipset,

1973,

This view prevailed with the majority of the faculty

until the early 1960s when unionism was first accepted by
some faculty in two-year institutions.
Sinclair

(1922)

education in 1920.
faculty were paid;
worked;

undertook the study of American higher
He uncovered the low salaries the

the degrading conditions under which they

deprivations they suffered in the hands of the

presidents who dismissed faculty members in their
institutions at will and without due process rights.
Outraged by what he learned,
at the time,

and judging from the conditions

particularly the activities of the unions in
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the private sector,

he viewed collective bargaining as one

option available to the faculty to change their working
conditions.

Unlike Veblen,

join the unions.

Sinclair urged the faculty to

As he saw things,

if they wanted to be

free from the domination of their presidents and boards of
trustees,

and wanted to take control of their own destiny,

there was a remedy for them.
obvious;

He asserted:

"The remedy is

the college professor must do what the labor men

are doing—agigate,

educate,

union there is strength',
hand workers"

(Sinclair,

organize.

The formula,

'in

applies to brain workers as to
1922,

p.

454).

The Advent of Unionization in Higher Education
Starting in the 1960s faculty in post secondary
institutions began to join unions which Sinclair had
foreseen as the solution to their problems.
The first recorded collective bargaining in higher
education occurred in 1963.

In that year the faculty at

Milwaukee Technical Institute,

a two-year college,

for purposes of collective bargaining
51).

(Garbarino,

organized
1975,

p.

The original bargaining representative was a local

association of faculty members.

The first four-year

institution was organized in 1966 by the American Federation
of Teachers

(AFT)

at a federal institution—the United

States Merchant Marine Academy.

Its organization for

collective bargaining resulted from the promulgation of
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Federal Executive Order 10988
However,

(Garbarino,

p.

pp.

51-52).

the initial agreement was not negotiated and signed

by all the parties until February 1968
1973,

1975,

17).

(Carr and Van Eyck,

The academy is operated by U.S.

Department of

Commerce and the bargaining took shape under President
Kennedy's Executive Order of 1962 which permitted federal
employees limited rights to organization and collective
bargaining.

These rights were extended in 1969 under

President Nixon's Executive Order 11491
p.

(Gilmore,

1979,

14) .
The agreement of Henry Ford Community College and the

school board in Dearborn,

Michigan also took place in 1966.

This particular agreement "may have marked the formal
beginning of collective bargaining in American higher
education" asserted Carr and Van Eyck,

admitting "although

defacto bargaining was reported as occurring at that
institution and perhaps at one or two others,
(Carr and Van Eyck,

1973,

p.

18).

even earlier"

Milwaukee Technical

Institute cited earlier may be one of the others.
With the movement of collective bargaining into the
university,

though mainly in the public state institutions,

the tempo of faculty unionization changed.
public universities,

In 1968-69 three

Central Michigan University,

University of New York

(CUNY)

System,

City

and Southeastern

Massachusetts University all organized for collective
bargaining

(Garbarino,

1975,

p.
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52).

This increased

activity was facilitated by favorable state legislation and
led to substantial public attention.

By 1968,

eight New

Jersey community colleges had unionized and eight of its
state colleges unionized by 1969
Alexander,

1977,

p.

(Begin,

Settle,

and

xv).

Collective Bargaining in the Private Institutions
In 1967,

Bryant College of Business Administration,

private institutions in Rhode Island,

a

signed a faculty

collective bargaining agreement with AFT as the bargaining
agent

(Carr and Van Eyck,

1973,

pp.

17-18).

By this time

the National Labor Relations Board had not extended its
jurisdiction to the private college faculty yet.

However,

in 1970 the National Labor Relations Act covered private
college professors
1975,

p.

59);

(Means and Sernas,

1976,

p.

27; Garbarino,

and Monmouth College which unionized in 1971,

presumably became the first private institution in which the
National Labor Relations Board
(Begin,

Settle and Alexander,

(NLRB)
1977,

Many colleges and universities,
private,

have opposed unionism.

supervised an election

p.

xiv).

both public and

However,

the resistance to

faculty collective bargaining has been greatest on the
private sector of higher education.

For example,

despite

the decision of the National Labor Relations Board in 1970
to place the private institutions under its jurisdiction,
not many private institutions have been willing to permit
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their

faculty to

form unions.

The faculty themselves do not

seem to be eager to join unions either,
private

as the number of

institutions whose faculty unionized remained small

even before the NLRB vs.
in 1980 by the U.S.

Yeshiva University case was decided

Supreme Court.

The argument raised by

the administrations opposed to faculty collective bargaining
prior to and in this case was that faculty perform
supervisory and or managerial functions.

For this reason

they should not be eligible for collective bargaining under
the National Labor Relations Act.
After reviewing the areas

in which faculty in that

institution participate in and make binding decisions on the
institution,

the U.S.

Supreme Court ruled that the faculty

at Yeshiva University exercised managerial authority,
therefore,

they were not eligible for collective bargaining

under the National Labor Relations Act
University.

1980).

overwhelming.

(NLRB v.

Yeshiva

The impact of this case has been

It literally brought faculty collective

bargaining to a halt in the private colleges and
universities.

As of January 1989 the number of recognized

bargaining agents stood at 70
contrasted with 406
Cohen,

1989,

p.

in private colleges as

in public institutions

(Douglas and

102).

From only 11 campuses with faculty bargaining units in
1966

(Kemerer and Baldridge,

1975,

p.

1) ,

collective

bargaining has spread rapidly in public institutions.
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The

total number of public and private campuses with collective
bargaining

in

1988 was

highest figure of
the number of
agreements
Cohen,

1,028

1,027,

a decrease of one from the

achieved in 1987.

At the same time

faculty covered by collective bargaining

stood at 226,875 by December 1988

1989,

p.

v) .

Notably,

(Douglas and

the public institutions

command a disproportionate majority in these figures.
not withstanding,

according to one author,

This

the statistics

are testimony to the fact that collective bargaining "has
become a permanent fixture in American higher education"
(Julius,

1984,

p.

i) .

However,

Metzger in his 1984

described the growth of faculty unions as
spotty outflow"

(Metzger,

in Clark 1987,

essay

"a large but
p.

176).

This

comment by Metzger seems to reflect accurately the
predominance and heavy concentration of unionized
institutions

in the public sector,

penetration in the private sector.
private

and the limited
Also the fact that

institutions are covered by the National Labor

Relations Act while state public institutions are covered by
individual

state laws may account for this.

Causes of Faculty Collective Bargaining
Nationwide,

the causes of collective bargaining in

higher education have varied.

However,

the major causes

most freguently cited by most authors include the following:
desire

for higher wages and benefits,
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desire for more

influence

in campus governance,

fairer grievance procedures,
governance structures,
surplus,

weakness

in existing faculty

fear of budget cuts,

fear of teacher

and permissive government legislation

Baldridge,

1975,

pp.

40,

41 and 68).

identified similar causes
pp.

need for job security,

1-21;

Begin,

and Van Eyck,
Associates,

Settle,

1973,

1973,

pp.

pp.

Other authors have

in their studies
and Alexander,

38-65;

2-18).

(Kemerer and

(Garbarino,

1977,

pp.

1975,

3-37;

Garbarino in Duryea,

Carr

Fisk and

Union organization and

familiarity or experience with collective bargaining are
other

influences that are also cited.

Daniel Julius argue that
the primary cause"
was the real
Julius,

1979,

"economic issues clearly were not

of unionism.

"Assertion of craft rights

stimulus for organization"
p.

Margaret Chandler and

(Chandler and

88).

In Massachusetts faculty unions were not legally
permitted to bargain on salary and hours until the
Comprehensive Labor Relations Law for Public Employees,
Chapter

150E took effect in 1974.

that because of this condition,

Observers have indicated

most of the attention in the

contract for the institutions that unionized early was
directed to the

issues of governance.

Southeastern

Massachusetts University and Boston State College are
frequently cited in the literature
and Van Eyck,

1973,

p.

55).
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in this connection

(Carr

However,

this does not mean that economic factors were

not causative factors of unionization.

It only emphasizes

the priority given to governance within the limited,
permissible,

bargainable issues.

One reasonable

interpretation of the salary issue states that "an attempt
to enforce salary freeze by the state would not preclude the
parties from negotiating increases.

It would simply mean

that they were bargaining over shares of the existing budget
totals"

(Carnegie Council on Policy Studies in Higher

Education,

1977,

p.

54).

For the institution that unionized later,
the University of Massachusetts,

Amherst,

for example,

some of the

dominant factors that precipitated unionization were similar
to those that apply nationwide.

In a very succinct form the

causes were "distress over frozen salary levels,
budget cuts,

campus

and deteriorating working conditions"

Guide to Your Faculty-Librarian Union 1986.

p.

1) .

(MSP:

A

A more

detailed list of causes includes in addition to the above,
the following:

erosion of faculty rights in governance,

perceived threat of loss of job,
tenure quota,

threat of imposition of

failure of leadership,

and lack of

administration's concern for faculty interests
pp.

(Carey,

1978,

79-86).
While economic and governance issues may have played a

major role in forcing the faculty to choose the union,
actions of various persons and authoritative bodies were
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also important.

Sheridan Carey summarized this aspect by

indicating that the cumulative action of the administration,
the legislature,

the governor,

and the Board of Trustees did

more to bring about unionization to the University of
Massachusetts than "100 union organizers could have done"
(Carey,

1978,

p.

Anne Bryant,

81).
in concluding her 1978 dissertation on

faculty collective bargaining election of 1973 at the
University of Massachusetts,

Amherst,

put the causes of

faculty union in 1977 in this way:
In summary, it would seem that the intrusions
into the Amherst campus by the office of the
University President, the increased influence
of the governor's office on the University
budget, and increasing bureaucratization of the
campus itself provided the sparks that
illuminated urgent and critical need for
change.
(Bryant, 1978, p. 276)

Studies of Administration in General
One of the basic objectives of this study is to
contribute to the effective administration of higher
education especially in institutions with faculty collective
bargaining.

For this reason knowledge of studies of

administration in general may serve as a stepping stone into
specific studies that deal with higher education
administration and the dean's role in particular.

Some

early writings on administration and recent studies will be
reviewed here.
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Weber,

one of the classical management writers on

organizations maintained that "an organization is a system
of purposive activity of a specific kind," and that in
corporate groups comprising both voluntary and compulsory
associations,
order"
A.M.

(Weber,

"action is subject to a rationally established
1947/1964,

reprint,

p.

151.

Translated by

Henderson and Talcott Parson).
In Weber's view,

and Waterman,

1982,

p.

bureaucracy,
92)

"order by rule"

(Peters

was the most efficient form of

human organization and bureaucratic theory provided the
effective mode of administration.

Bureaucratic organization

was characterized by hierarchical structure,

advancement to

administrative position was based on knowledge,
technical competence,

demonstrated

and codification of laws and rules

governing administrative processes supposedly ensured
standardization and effectiveness in operation.

Rational

decision making and logical analysis were valued criteria
for efficiency in administration.
Taylor who shared the views of Weber that organizations
are purposive put the theories of Weber to the test with
time and motion studies.

These studies led him to the

development of a coordinated system of shop management.
Subseguently,

he expanded the concepts to a philosophy which

ultimately became known as scientific management.

The

essence of scientific management was that it generated a
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great mental revolution"

(Taylor,

1947,

p.

27),

giving rise

to a new way of looking at and managing organizations.
In commenting on the contributions of Taylor,
author stated,

"If nothing else,

one

Taylor firmly planted the

concept of research In place of rule of thumb," and
enumerated the five concepts or principles which Taylor
asserted should be the basis on which management should be
founded

"research,

cooperation"

standards,

(George,

Jr.,

planning,

1972,

pp.

control,

and

96-97).

The essential issues which Weber and Taylor seemed to
emphasize were that certain conditions were necessary for
effective and efficient operation of all organizations.
That learning and mastery of those conditions,

for example,

rationally codified rules about breakdown of work,
maximum spans of control,

about

about matching authority and

responsibility would more or less solve the problems of
managing large groups of people.
Fayol,

a contemporary of Taylor,

management from the top down.

concentrated on

He emphasized managerial

ability and the application of sound management principles
and techniques to all organizations,

thus introducing the

concept of the universality of management.

Like other

classical theorists he viewed organization as directed by a
rational system of rules and authority.

Fayol divided the

work of an administrator into five components:
organizing,

commanding,

coordinating,
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planning,

and controlling.

Writing about the manager who commands Fayol said he
should:
(1) Have a thorough knowledge of his personnel/
(2) Eliminate the incompetent; (3) Be well
versed in the agreements binding the business
and its employees; (4) Set a good example;
(5) Conduct periodic audits of the organization
and use summarized charts to further this;
(6) Bring together his chief assistants by
means of conferences, at which units of
direction and focusing of efforts are provided
for.
(Fayol, 1949, p. 97.
Cited in C.S.
George, Jr., 1972, p. 113)
fourteen principles which Fayol enumerated upon
which management should be founded,

Claude S.

George,

maintains that Fayol was most emphatic about the
command

which entails that each individual,

or laborer,
1972,

p.

should have one and only one boss

Jr.

'unity of

whether manager
(George,

Jr.,

113) .

The unifying feature of the three organization
theorists reviewed is that they made a major break with
traditional decision making.

They advocated a management

approach based on facts and scientific reasoning.

Their

orientation was primarily mechanistic with strong bent for
rational action.
The classical writers did not take adeguate
consideration of the human element in their theories.
either oversimplified or ignored it.

Consequently the human

relations school of thought emerged with theories which
supplemented and in some ways challenged the classical
theorists.
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They

Elton Mayo and others who participated in the study of
group attitudes and behaviors at the Hawthorne Plant of the
Western Electric Company gave birth to the human relations
theory.

The results of series of experiments and subsequent

interviews they conducted involving more than 20,000 workers
led to important insight and observation that the group as a
whole largely determined the output of its individual
members by enforcing an informal standard of what
constitutes a "fair day's work".
The human relations theory which evolved from this
study emphasized the importance of attitudes and sentiments
in determining the results of changes in a job situation.
The findings from the Hawthorne studies illustrate that it
is wiser to pursue a balanced approach in organizational
objectives rather than seeking exclusively to maximize
either efficiency or morale.

The rationale being that

factors that foster efficiency sometimes oppose other
factors that contribute to employee happiness,
and morale.

collaboration

The best publication which resulted from this

study is that of Roethlisberger and Dickson

(1947),

Management and the Worker.
One of the seminal works in organization structure and
executive function was written by Chester Barnard in 1938.
In The Functions of the Executive,

Barnard emphasized the

theme that organizations are by nature essentially
cooperative systems.

That formal and informal organizations
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coexist and that they require sensitive management to
maintain them in a stable state.

"The survival of an

organization depends upon the maintenance of an equilibrium
of complex character in a continuous fluctuating environment
of physical,
forces,

biological,

and social materials,

elements,

and

which calls for readjustment of processes internal

to the organization"

(Barnard,

1938,

p.

6).

For the maintenance of the existence of the
organization,

Barnard outlined three essential executive

functions which are:
communication;
efforts;
(1938,

p.

"first,

second,

and third,

to provide the system of

to promote the securing of essential

to formulate and define purpose"

217).

Barnard's views on decision making and authority still
retain some validity and provide useful insight to
administrators.

Regarding decision making he states:

The fine art of executive decision consists in
not deciding questions that are not now
pertinent, in not deciding permanently, in not
making decisions that cannot be made effective,
and in not making decisions that others should
make.
(1938, p. 194)
In summary he noted that "the executive is primarily
concerned with decisions which facilitate or hinder other
decisions in the effective or efficient operation of the
organization"

(Barnard,

1938,

p.

211).

In terms of authority he distinguishes two types—
authority of position which is independent of the ability of
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the incumbent of the position;

and authority of leadership

which derives from superior ability.

The knowledge and

understanding of one with authority of leadership command
respect regardless of position
Finally,
him [her]

(Barnard,

1938,

p.

173).

Barnard contends that "authority lies always with
to whom it applies.

illusion....

Coercion creates a contrary

Many men have destroyed all authority as to

themselves by dying rather than yield"

(1938,

pp.

183-184).

These basic notions have great relevance to the
operation of an educational institution.

For the dean to be

successful he or she has to wear many hats at the same time.
The building of consensus and inspiring of the faculty to
give their cooperation to the dean reguires the
understanding of the issues which Barnard explained make an
executive effective,

and what are the essential functions of

the executive/administrator.
Another writer who strongly advocated the need for
cooperative endeavor in organizational management was Mary
Parker Follett.

According to Claude George,

Jr.,

"she

showed that authority as an act of subordination was
offensive to man's emotions and therefore could not serve as
a good foundation for cooperative organization.
she proposed an authority of function,

whereby,

individual has authority over his own job area"
(George,

Jr.,

1972,

p.

139).
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Instead,
an

Her view on leadership was that it was not a matter of
a dominating personality,

but rather the ability of one who

was able to secure an interpretation from within a group of
the best concepts of the leader and the led.

She was in

agreement with Fayol and Sheldon in placing emphasis on
education,

believing and stressing that leaders could be

made through education in understanding group dynamics and
human behavior.
which George,

She emphasized the need for coordination

Jr.

referred to as the central core of

management in Follet's view and gave her credit for being
responsible,

more than anyone else,

for bridging the gap

between scientific management and the group or systems
approach to solving managerial problems
p.

(George,

Jr.,

1972,

139) .
Based on the views of these earlier philosophies of

management other authors have researched the problems of
administration.

These range from the leadership gualities

of administrators and decision making models to the most
effective and efficient methods of administering
organizations.
On the issue of an individual's needs in an
organization,

Maslow

(1970)

theorized that the needs are

complex and that basic ones such as hunger and shelter have
to be satisfied before more complex self-actualizing ones
can be solved.

In his view,

it is only by systematic

fulfilling of these successive needs as they arise that an
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organization can
dean's

job,

increase

its productivity.

it means that personal needs of

In terms of the
individual

faculty ought to be taken into account when dealing with
these matters.

These

issues could range from concern for

low salary to

inadequate

information about research funding

and programs,

which can lead to achievements that will

facilitate promotion and granting of tenure.
An elaboration on the needs for paying attention to
individuals
McGregor

in organization is exhibited by the studies of

(1960).

His Theory X and Theory Y presented two

models of human beings which are opposed to each other.
Theory Y presents a positive view of

individuals in

organization.

"Theory Y assumes that

According to McGregor

people will exercise self-direction and self-control

in the

achievement of organizational objectives to the degree that
they are committed to those objectives"
p.

201.

In R.A.

Continuing,

Sutermeister,

(McGregor,

1969,

People and Productivity).

he emphasized that "if that commitment is small

only a slight degree of self-direction and self-control will
be likely,

and a substantial amount of external

will be necessary.

If

it is large,

influence

many conventional

external controls will be relatively superfluous and to some
extent self-defeating.

Managerial policies and practices

materially affect this degree of commitment"
1969,

p.

201) .
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(McGregor,

The

implication of this for the dean is that policies

and practices that affect individuals should be carefully
conceived,

because they could make or break an organization.

This does not
respect,
not

imply hands off management.

McGregor states that

imply abdication or

'permissiveness'...

Rather,

in this

"Acceptance of Theory Y does

'soft'

management or

such notions stem from the acceptance of

authority as the single means of managerial control and from
attempts to minimize its negative consequences"
1969,

p.

(McGregor,

201).

Another author who has conducted research and supported
participatory form of management is Likert

(1967)

who argued

that participative management is effective in all kinds of
organizations for all kinds of tasks.

He recognized the

necessity of people oriented approach to management and
hence argued strongly against the view that managers should
move toward a participative style only after a high level of
productivity is achieved
Powers and Powers
Ouchi

(1981)

management

(1967,

(1983,

in Theory Z,

p.

pp.

11).
42-44)

explained that

a book about participatory

in the business world,

tried to modify Japanese

management techniques to fit the American culture.

He also

tried to point out changes in assumptions about management
that can be made within the American business community that
would subtly change the culture of the work place and make
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it possible

for Japanese management techniques to succeed.

But these notions are equally applicable to education.
According to Ouchi:

In Type Z organizations... the

decision making process is typically a consensual,
participative one.
Type

Z

organizations,

unlike utopian communities,

employ hierarchical modes of control,

do

and thus do not rely

entirely upon goal congruence among employees for order.
Nevertheless,

they do rely extensively upon symbolic means

to promote an attitude of egalitarianism and mutual trust,
and they do so

in part by encouraging a holistic relation

between employees.

Self-direction replaces hierarchical

direction to a great extent,
loyalty,

which enhances commitment,

and motivation.

In a real sense,
consent culture,

the Type Z organization,

...is a

a community of equals who cooperate with

one another to reach common goals.

Rather than relying

exclusively upon hierarchy and monitoring to direct
behavior,

it relies also upon commitment and trust

1981,

66-70) .

pp.

This comes closest to the "idealized",

(Ouchi,

collegial

management practices long advocated in colleges and
universities which have been strongly attacked.
"idealized"

The term

is used in the sense that the concept of

collegiality is rarely if ever truly practiced in American
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institutions of higher education,

hence the criticisms

against its proponents.
Nichols
should

(1982)

advocates that colleges and universities

"set the example

in participatory management"

and

"develop an educational equivalent of the quality circle"
(p.

72).

A quality circle is a forum in which Japanese

workers meet regularly to formulate how products or
production methods can be improved.
(1983)

Powers and Powers

noted that among the difficulties which Nichols lists

that must be overcome before universities can develop places
where quality circles can flourish are:
(1) Current lack of participatory management in
higher education, (2) lack of participatory
leadership models, (3) general inexperience in
group decision making based on consensus rather
than voting, (4) confusion over who is
responsible for quality control in academe, and
(5) the problem of defining what 'product'
consists of in higher education.
(Powers and Powers, 1983, pp. 44-45)
Nichols'

insight on the tradition of majority vote in

faculty organizations and its implications are important for
deans.

For example,

decision by majority vote is a common

phenomenon in faculty organizations,

when in actuality,

participatory management is more than votes.

Secondly,

group agreement is a higher goal and is central to the
Japanese quality-circle ideal,

he maintains.

A cacophony of competitive functions is common
in higher education.
Voting tends, by its very
nature, to focus on academic interest groups
rather than to produce an environment in which
people's best ideas are heard and valued.
That
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is a world away from the Japanese spirit of
cooperation.
If you can't get enough votes to
win, it is just possible that you won't really
have to listen to what the other person has to
say.
(1982, p. 72)
For a dean,

knowing that real participatory management

focuses on groups rather than individuals,

is cooperative

rather than adversarial and prizes teamwork more than
competition,

can be a motivating factor in striving for

unity of purpose and commitment from faculty to achieve
educational objectives.
In

"Challenging Chait on Theory Z" Nichols takes issue

with Chait's

ideas

"that the American academy is already

doing much of what is
organizations"

in vogue in Japanese-style Theory-Z

(Nichols,

1982,

July/August,

p.

8).

He

argues that the potentials are there but the practice has
been flawed.

For example,

feature a deep,

he notes that "most campuses

institutionalized split between faculty and

administration.

This mirrors the labor-management split

common in American business"
in hard times

(p.

(p.

8).

The gap even increases

12).

Further he points out that most collegiate decision
making is a

"mixture of authoritarian and majoritarian

rather than participatory processes.
made from the top down.

Others,

especially those

traditionally reserved for faculty,
vote"

(p.

8).

Many decisions are

are made by majority

He claims that much lip service is given to
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participatory management or shared decision-making and that
"it is rarely done when real issues are at stake"
Michael Schuster

(1984)

(p.

12).

employed qualitative and

quantitative techniques in a field study to evaluate the
operation and effectiveness of union-management programs in
nine firms—all manufacturing plants in the private sector,
and all except one are subsidiaries of large corporations.
The effectiveness measures of performance were based on
output per hour and level of employment.
Of the nine sites studied,

four showed statistically

significant abrupt positive changes in productivity,

and two

others demonstrated statistically significant positive
trends.

He found that employment remained stable in eight

cases and dropped significantly in only one,

noting that

employment tended to follow the industry pattern.
The important conclusions he drew from the findings of
the study which bear relevance to this research are:

There

is a diversity of patterns in the practice of unionmanagement cooperation.

Cooperation requires a stimulus to

change traditional bargaining relationships and in this
study such stimulus was provided by dire financial position
in one company and by factors internal to the firm such as
the desire to upgrade the work place environment,
communication,

improve

and replace or supplement an existing

compensation program.

One site provided evidence of the
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ability of coalitions to block permanent installation of a
cooperative effort.
He cautioned that one should not underestimate the
importance of preserving organizational equity as a
condition for maintaining cooperative endeavors.
Additionally,

he warned that it should not be assumed that

the potential for earning a bonus will be sufficient in
itself to ensure the success of a cooperative endeavor.

In

concluding Schuster asserted:
Key management and supervisory personnel must
share the goals of the cooperative effort and
be willing to share their authority to make
decisions.
Similarly, cooperative unionmanagement endeavors must take into account the
political realities within unions; in
particular, care should be taken that union
leaders are not perceived as co-opted by
managers or external consultants, as was the
case at Site Nine.
(1984, pp. 309-310)
The formation of coalitions to block installation of a
cooperative effort observed by Schuster is similar to what
some deans sometimes experience.

This is especially so when

strong chairpersons and their senior departmental colleagues
strive for autonomy in pursuit of very narrow or limited
ends which inhibit the attainment of goals and objectives of
the college or the whole institution.
and Dill

(1980)

Corson

commented on this situation.

union-management cooperation,

(1960,

1975)

With regard to

the benefits will be many in

the institutions where the tradition of consultation between
administration and faculty exists.
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Equally,

the potential

benefits are very great for colleges and universities which
are willing to put the concept to practice.
March and Simon

(1958),

in Organizations,

put forward

the notion that whilst members of an organization have
different goals and values,

the major implication for a

theory of organizations is that members of the organization
be motivated to produce and to remain members of the
organization.

This led to their elaboration of the

'inducement-contribution'

theory first introduced by Barnard

(1938).

Studies of Higher Education Administration
Many researchers have studied higher education from a
variety of perspectives.

Stroup

(1966)

Bureaucracy in Higher Education.

published

His research was primarily

an analysis of higher education as a bureaucracy.

The main

feature of his work was to show that higher education,

like

many other types of organizations in American Society such
as the military,
churches,

civil service,

and

has structure and functions characteristics of

bureaucratic organizations.
college,

business corporations,

As he made explicit,

from the standpoint of social analysis,

one bureaucracy among many others"

(Stroup,

1966,

"The
is simply
p.

vii).

He analyzed distinctive features of bureaucracy in the
context of higher education.

The analysis was based on

views derived from many disciplines.
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Due to the

"tentative",
work,

"preliminary",

he states,

and "exploratory" nature of the

"considerable reliance has been placed upon

the views of others"

(p.

x) .

He made the observation that for bureaucracies such as
higher education to survive over long periods of time,
"must adapt,
conditions"

they

the totality of their organizations to changing
(Stroup,

1966,

p.

218).

Regarding the problem of effecting and maintaining
creative change in a bureaucracy,

he offers no solution,

adds that it needs investigation.

However,

but

he speculates

that "perhaps it is the nature and quality of leadership in
the final analysis which contributes most heavily,
final character of a bureaucracy"

(Stroup,

This reflects the views of Marshall E.

1966,

Dimock

to the

p.

(1944)

221).
whom he

quotes as saying:
An institution tends to take on the character
of its leadership.
If the leadership is
bureaucratic, the institution will become
progressively bureaucratic also.
If the
leadership has a fresh viewpoint and one that
is attuned to social forces and social change,
then there is at least hope of carrying the
bureaucracy along with it.
(M.E. Dimock, 1944,
p. 205, cited in Stroup, 1966, p. 221)
Clark Kerr and Marian L.

Gade

(1986)

The Many Lives of Academic Presidents.
the 800 interviews with presidents,

published a book

The book is based on

former presidents,

spouses of presidents and others associated with presidents
of colleges and universities "and on other materials
including related studies"

(p.

54

xiii).

Though the book is

about college presidents the authors make it clear that it
is applicable to many other administrators including "deans
of medical and other professional schools"

(p.

xiv).

The study concentrated on the analysis of the academic
presidency and of how its conduct is affected by changing
times,

by diverse campus environments,

and by the varying

styles and strategies and tactics of its incumbents.
Some of the responsibilities the authors recommended a
president should undertake are:
To study the institution carefully and to
decide what can be done in this institution at
this time and how to go about it;
To consider the administrative approach to
follow, including what to handle personally and
what to delegate, and whether to have a 'chief
of staff' to handle the flow of paperwork
within policy; and how to be prepared to handle
unprogrammed developments;
To decide what existing skills to use or
to develop or to secure in others;
To develop policies to protect time and
energy; and to enjoy the position and life and
family along the way.
(Kerr and Gade, 1986,
p. 181)
McCorkel,

Jr.

and Archibald

(1982)

base their

suggestions for effective management on a study of the
University of California system during the 1970s.
authors rejected the

'political power' model,

the

anarchy' model and the corporate business model.

The
'organized
In place

of these they advocated that "academic leaders need to build
consensus about objectives and goals through complicated and
largely political processes regarding what the institution
should be,

in what direction it should move,
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and what it

should accomplish"

(p.

41).

They argued that "resource

allocation is the most powerful management tool available to
academic administrators"

(p.

77) .

For a leadership strategy

the authors recommended:
management by anticipation:
reducing the
effects of shocks and surprises is essential in
managing, particularly under uncertainty.
By
keeping change more or less constant and
incremental, even when drastic action must be
taken, planning can remove much of the trauma
endemic in crisis management.
(McCorkle, Jr.
and Archibald, 1982, p. 191, quoted in Kerr and
Gade, 1986, p. 248)
This view is essential particularly for public state
institutions that are frequently buffeted by the
uncertainties of state budget appropriations.

Without

contingency plans to secure outside resources,

to project

what the institution can achieve and should strive for,

the

president and other administrators will not be able to move
the institution forward.

In another respect,

union-

management cooperation may help to secure adequate funding
for the institution.
Powers and Powers

(1983)

in their book Making

Participatory Management Work took the position that
"conceptually and philosophically,
with the governance structures,
universities"

(p.

problems exist,

xi).

nothing much is wrong

traditions,

or goals of

Nonetheless they admitted that

and their solution lies' in changes in

governance processes,

and changes in attitudes and behavior

of members of university communities.
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They presented a

detailed review of
management,

literature and research on participatory

some of which gave the pros and cons of

participatory management.

However,

their view is that the

advantages of consultative leadership and decision making
outweigh the disadvantages and they presented the principles
of behavior,

attitudes,

and components of consultation that

will help administrators initiate or improve consultive
decision making at their institutions.

They asserted that:

in a consultive process a leader is not simply
a decision maker who gives orders to others, as
he [she] is in classic authoritarism.
Instead,
a leader orchestrates, evaluates, and
coordinates implementation of decisions made in
consultation with concerned individuals and
permanent or protem advisory bodies, which
include representatives of constituencies that
have stakes in the problems at hand.
(Powers
and Powers, 1983, p. x)
They noted that for wise and effective policies and
practices to result from consultation certain factors in the
university culture need to be emphasized:
members of their interdependence,
together,
trust"

"awareness by all

willingness to work

commitment to institutional goals and mutual

(1983,

p.

The authors

228).
indicated that leadership is an integral

component of any consultive process and emphasized that
consultation functions best under the guidance of a
proactive
dreams,

leader who is willing to express his or her

and define missions.

The leader encourages

representatives of constituencies and experts on problems at
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hand to take part

in deliberations,

articulate difficulties

that may be encountered in reaching consensus on and
implementing solutions,
assist

in

implementation

Stogdill

(1974)

prepare agendas for action,
(Powers and Powers,

1983,

and
p.

230).

criticized the purely participative

approach to management.

One of his objections is that there

is no simple or polarized theory of leader behavior and
group response confirmed by research results,
operation of

interaction effects

rather the

is suggested.

He argues

that the complexity and diversity in patterns of leader
behavior effective in different situations would suggest "a
conditional and multivariate hypothesis... than a simplistic,
bipolar view of the leader-follower relationship"
In How Colleges Work:
Organization and Leadership.

(p.

407).

The Cybernetics of Academic
Robert Birnbaum

(1988)

takes a

broad sweep at organizational theories and models used to
describe colleges and universities and their administration
and governance.
His basic argument is that it is wrong to view an
institution of higher education from one model such as
bureaucratic,
alone.

collegial,

political,

or symbolic system

He therefore presents a concept of cybernetic

institution

(meaning institutions that have inbuilt

mechanisms for self correction)
these four models.
cybernetics works,

as a means to integrate

He illustrates how the concept of
and makes numerous recommendations for
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its application.

These recommendations are directed to

college presidents,

but he says they are equally applicable

to administrators at other institutional
In the

levels.

last chapter of the book he asserts that:

by and large our colleges and universities are
effective; their administrations and faculties
are well trained and hard working, and
exploiting the cybernetic tendencies of these
institutions to improve them can often be more
effective than management muscle, student
testing, or fiscal controls.
(Birnbaum, 1988,
p. 203)
While a bureaucratic administrator's objective is
rationality,

collegial administrator searches for consensus,

political administrator for peace,
for sense,

symbolic administrator

"the major aim of the cybernetic administrator is

balance" he stated

(p.

226) .

His analysis of workings of higher education comes
close to,
March

and in some ways,

(1974)

parallels that of Cohen and

in Leadership and Ambiguity.

He shares the

views of these authors that the presidents of colleges and
universities have limited influence in effecting change on
their institutions.

In this connection he says,

The unique role of the president as cybernetic
controller (and of other administrators in
their own subunits) is to maintain the balance
of these organizational systems, giving
increased attention to one if it diminishes
below acceptable levels and eliciting
constraints against another if it threatens to
become all encompassing.
(Birnbaum, 1988,
p. 226).
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He advises that
what
want,
it!"

"to be

is expected of them.

leaders,

administrators must do

Leaders must do what followers

even when the followers do not know that they want
(Birnbaum,

1988,

p.

222).

Also he stressed the need

for appropriate process noting that "in higher education,
process

is substance"

(1988,

p.

223),

because faculties'

right to participate and get involved is
organizational
process

status.

linked to their

Those administrators who forget that

is substance are likely to generate opposition to

even the best ideas.
Other authors who have pursued the administration of
higher education in their research and writings include John
Millett

(1968,

(1983),

Logan Wilson

Barbara N.
(1987),

1980),

Scott

Kenneth Eble
(1979),

(1983),

(1978),

Lewis B.

Bruce W.

George Keller

Maybew

(1980),

Tuckman and F.

Craig

etc.

These authors have approached higher education
management from many and varied points of views.

However,

they share one thing in common—the view that higher
education administration needs improvement.
perspectives on how to do this differ.

Their

For example,

Keller

is a strong proponent of "strategic planning" and "strategic
management".

He advocates application of management

approaches and tools akin to profit making business
organizations to higher education.
position by saying:
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Though he softens this

The main point is not to prod the contemporary
university to behave more like a business but
to nudge it to behave more like an
organization.
Or better, to get it to behave
like an organism that must feed itself, change,
and adapt to its environment.
(Keller, 1983,
p. 174)
Tuckman and Johnson are also pro business management
style with their
education

"outcome approach"

(Tuckman,

1987).

to management of higher

Kenneth Eble touches all bases

on how to administer an educational institution in his book,
The Art of Administration.

Scott and Mayhew are each

concerned with the crisis management of the 1980s and how
the institutions can survive.

And John Millett outlines the

differences between academic institutions and profit making
businesses and shows how some management techniques in
business could be applied usefully in higher education
without destroying or ignoring the elements unique to higher
education institutions.

Studies of Union Impact
Union on Campus,

a book by Kemerer and Baldridge

(1975)

was written based on the results of one of the early
comprehensive studies that focused on the impact of faculty
collective bargaining.

The study based on the Stanford

Project on Academic Governance which started in 1971 and
ended in 1974 used systematic survey questionnaire data and
intensive case studies at seven diverse institutions in the
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United States to draw preliminary conclusions on the
consequences of collective bargaining.
Some of the findings of the research were:
1.

In unionized campuses presidents feel they have
lost power to unionized faculty and foresee a
continued erosion of administrative capacity by
faculty unions.

2.

Contrary to the presidents'
vulnerability,

feelings of

evidence shows that in actuality

there is a shift toward greater administrative
power.

In terms of campus administration,

decisions are forced upwards away from departments
to the central administration.
3.

The burdens of negotiating and administering the
complex provisions of contracts compound the
difficulties of administration.

4.

Collective bargaining will realign many of the
major power blocks in the traditional academic
setting.

Though it seems likely that

administrators will have more power because of
faculty unionization.

They will have a harder time

using it.
5.

Greater procedural protection for faculty
promotions and tenure,

less arbitrariness about

administrative decisions,

more job security and

protection for non-teaching professionals,
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and

greater economic security in general—all are more
likely with union than without.
6.

Other major benefits of unionization are
governance-related—faculties will use unions to
establish stronger faculty participation in
decision making in institutions that have never had
a strong tradition of faculty governance and to
preserve their role in governance where it is being
challenged.

7.

On the negative side faculty unionization will add
one more strong interest group to campus politics,
further complicating the decision making process
and constituting a potential veto to beneficial
organizational change.

8.

Most disturbingly,

unionization challenges one of

the most cherished principles of the academic
profession—merit judgements based on peer
evaluation.

The possibility of this last one,

according to the authors,

is the most serious

negative aspect of faculty unionization.
(Kemerer and Baldridge,
Weinberg

(1976)

1975,

pp.

9-12).

examined papers on the interactions

among state governments and system-level and campus
constituents under faculty bargaining in eight states.
outlined the variables that affect the degree of
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He

centralization and of homogenization under bargaining as
follows:
1.

Where the office of employee relations is more
^■^hly placed within the state bureaucracy,

the

more power the office has and the greater the
pressure for centralization and state control.
2.

Where the bargaining unit is broader and more
comprehensive the greater the degree of leveling or
homogenizing,

or both,

associated with collective

bargaining.
3.

Where there is broader scope in the contract,

the

greater the centralizing tendencies of bargaining.
4.

The structure of higher education and the degree of
centralization before bargaining strongly influence
the degree of centralization.

Bargaining appears

to have little impact on the structure of higher
education,
5.

he observed.

Collective bargaining brings faculty salaries,
fringe benefits,

and personnel policies to the

attention of state executive officials and
legislatures.

The degree of subseguent

centralization has varied in different states.
New York,

New Jersey,

and Hawaii,

Pennsylvania,

In

Massachusetts,

faculty economic increases are tied to

those given other public employees.
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6.

The degree of centralization is directly related to
the strength of faculty participation in governance
the campus level.

Where both parties perceive

local mechanisms to have been effective in handling
issues in the past they tend to let those
mechanisms continue to function.
(Weinberg,

1976,

In their 1978 book,
Kenneth Mortimer and T.R.
themes.
(2)

(l)

p.

106).

Sharing Authority Effectively.
McConnell examined two basic

The appropriate distribution of authority and

the various claims to legitimate governance.

The book

was based on their 1971 research on the University of
California Berkeley,

the University of Minnesota,

California State University at Fresno,
visits to these institutions,
studies.

and

their subsequent

and other longitudinal

They used these studies to "illustrate the

principle that the governance of post secondary education is
highly contingent on the particular context—historical,
cultural,

and political—of a given situation or

institution"

(p.

xi).

One notable statement about bargaining impact arising
from their discussion and analysis was "like most
researchers,

we find it difficult,

if not impossible,

to

isolate the impact of bargaining from the impact of other
developments,

such as affirmative action,
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fixed enrollments,

job security pressures,
intervention"

legislative oversight,

(Mortimer and McConnell,

1978,

and judicial

p.

274).

The authors concluded that the sharing of formal
authority,
governance,

the scope and form of internal participation in
and the vertical distribution of authority

shouxd be marked essentially by full and open consultation
with a stress on joint endeavor.

They advocated

consultation and joint effort built on a high degree of
trust;

and encouraged building trust by emphasis on process

of consultation

(p.

275).

Effects on Personnel Policies and Procedures
Margaret Chandler and Daniel Julius
book:

Faculty vs.

Administration:

(1979)

in their

Rights Issues in

Academic—Collective Bargaining examined the seven issues
which they regard as the "center of power struggles in
organized schools;
promotion,

long range planning,

appointment,

management rights"

non-renewal,

retrenchment,

tenure and the issue of

(Chandler and Julius,

1979,

p.

1).

They employed a scaling method to analyze two-thirds of
all the contracts negotiated in two-year and four-year
colleges in America as of July 1979.

They also conducted

interviews to check and supplement the conclusions derived
from the contract analysis.
Their findings were that faculty unions have made only
modest inroads into decisions in the administrative and
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personnel areas.

"Gains in the two administrative areas,

long range planning and retrenchment were truly modest"
(Chandler and Julius,

1979,

p.

80).

Of the four personnel areas they analyzed,
appointment,

promotion and non-renewal,

tenure,

tenured proved to be

the most important in terms of faculty's influence or
assertion of rights in the contract.

This was especially

the case in the four—year schools in which it earned the
highest mean score.

Promotion was second in rank and had

the strongest gains in the two-year sector.

As a result of

these findings the researchers stated that:
Faculty associations appeared to emphasize and
to be best able to control decisions concerning
advancement on the job.
The administration
retained more fully its rights to make
appointment and nonrenewal decisions.
(Chandler and Julius, 1979, p. 81)
They also noted that faculty union did not put an end
to probationary periods,

academic judgement or merit pay,

as

many people had predicted.
Furthermore,

the authors found that "rights issues"

were accorded a high priority in academia.

On the issue of

trade off of rights for money the researchers asserted:
"There was no evidence that rights were being traded for
money,
P.

although this is commonly believed to be true"

(1979,

81).
From the interviews they conducted they found that the

entire administrative process,
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including strategy formation.

decision making and management style,

has been significantly

affected by the coming of collective bargaining.

They

reported that:
Administrators agreed that the placing of
administrative and personnel matters in the
agreement had made the decision-making process
more complex and more time consuming.
On the
positive side some felt that institutional
management has improved as a result of having
to face the test of collective bargaining.
(Chandler and Julius, 1979, p. 85)
Their latest study on the same issues in two-year colleges
found similar results

(Chandler and Julius,

1987).

Daniel Adler in his study of governance and collective
bargaining in four-year institutions in 1977 provided data
which showed that organized and unorganized faculties have
about equal voice in selected personnel and administrative
areas.

This prompted him to question the validity of

sayings that faculty unions have made any gains at all
(Adler,

1977) .

However,

one could agree with Chandler and Julius that

the unionized sector influences the non-union
Moreover,

(1979,

p.

82).

the placement of the procedures and specific areas

in the bargaining contract gives the unionized faculty the
legal protection not available to the non-unionized segment.
In this respect the unionized faculty has made some
achievement.
Carol Gilmore

(1979)

investigated the impact of faculty

collective bargaining on the administration of public higher
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education in the United States with emphasis on the New
England region.

She used guestionnaires and personal

interviews for generation of data.

Her focus was to explore

the development of collegiate collective bargaining and some
of the administrative practices,

procedures and personnel

policies of collegiate institutions.
One of her findings was that there was a feeling of
loss of control and an increasing conflictual relationship
between the faculty and administrators.

She noted that

chairpersons seemed to be the most adversely affected group
and to be the source of the greatest degree of conflict
(Gilmore,
1976;

1979,

Edeson,

p.

247-248.

1973).

See also Gallucci,

1975; Kelly,

Gilmore also found that retrenchment

has become a bargainable issue in New England and across the
nation as a whole and asserted that by implication the
ability of management to determine the size of its workforce
is being lost as a management prerogative and has become a
negotiated item.

A greater degree of specificity has

occurred in personnel policy in areas including standards
for promotion,

tenure,

hiring,

and grievance,

she observed.

termination,

retrenchment,

"Many of the functions which were the province of the
faculty governance systems have been taken over by the union
and are now negotiated"

(Gilmore,

1979,

p.

250).

Included

among these are policies and practices on promotion,
salaries and benefits,

and other terms of wages,
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tenure,

hours and

working conditions.

in some instances governance bodies

have been replaced entirely by collective bargaining units
(1979,

p.

250),

she indicated.

To summarize,

greater specificity has occurred in

personnel policy leading to more understanding and a clearer
basis for decisions in promotion,
However,

tenure,

etc.,

than before.

inflexibility in the allocation of resources and

managerial operations has also occurred.

The merits and

demerits of collective bargaining in terms of efficiency and
effectiveness in institutional administration are difficult
to judge.

Effects on Tenure and Academic Freedom
At the onset of collective bargaining one of the
anticipated effects it would have was to change tenure.
Skinner

(1980)

studied the effect of collective bargaining

on tenure by analyzing topics related to tenure in fouryear,

public,

higher education institutions.

Also fourteen

persons who were knowledgeable about these collective
bargaining agreements were interviewed.
The major findings of the study were that:
1.

Collective bargaining has supplied a means for
faculty to have more influence in tenure decisions.
However,

faculty representatives see this influence

as making the tenure process fairer but tenure
harder to secure.
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2

.

Review of tenured faculty with removal of those who
cannot meet the needs of the institution is
correcting the problem of permanence of position,
providing a means for hiring qualified faculty in
departments with a high percentage of tenured
faculty.

3.

Elimination of the "up or out" policy for tenure
decisions gives academic flexibility to both
management and faculty.

4.

In arbitration cases,

the arbitrator usually

rejects the administrative position when it is in
opposition to the campus-wide committee.
5.

In retrenchment,

the tenured faculty may be

dismissed last provided they can teach the needed
subjects.
6.

Historically,
for tenure,

academic freedom has been the basis

but in nearly all the institutions

studied the two are treated as separate issues,

and

job security has become the basis for tenure at
these institutions.

(Skinner,

1980.

Dissertation Abstracts International,
p.

In
1981,

4_1 (7) ,

2871-A.)

A study by Karlen

(1984)

also examined faculty tenure

included in the collective bargaining agreements of
seventeen four-year colleges and universities in New Jersey
between 1970 and 1980.
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The

findings and analysis of the study lead to the

following conclusions:

(l)

There is a difference

in the

nature of the collective bargaining relationship in the
public and the private sectors.
provisions

(2)

Including tenure

in collective bargaining agreements guarantees

the faculty an opportunity to have input into the
development of the process and its implementation.
(3)

Collective bargaining agreements are increasing the

protection of the faculty member by regulating those parts
of an individual's record that have to do with tenure
considerations.
appeal,

(4)

The agreements also provide avenue for

through the grievance mechanism,

in cases of denial

of procedural due process rights in tenure acquisition
(Karlen,
1986,

1984.

May,

46

In Dissertation Abstract International,
(11),

p.

3208-A).

In a study on tenure and academic freedom,
Elaine Isaacson

(1985)

Cynthia

analyzed data from self—administered

questionnaires provided to 360 faculty members in the
humanities,

social sciences,

of four large,

and natural sciences division

moderately selective,

granting universities

public,

doctoral

located in the Northeast of the United

States.
One of her conclusions was

"the results suggest that

while collective bargaining may not affect the degree to
which faculty support tenure,

it may help to ensure the

degree to which higher education faculty experience academic
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freedom"

(Isaacson,

International,

1985,

1985,
46

in Dissertation Abstracts

(5),

p.

1204-A).

Collective—Bargaining Impact on Salaries and Merit Pay
Harold K.

Baker

(1982)

examined the impact of

collective bargaining on faculty compensation mainly during
the 1970s.

His study sample consisted of forty-five matched

pairs of union and non-union institutions.
data by all

faculty ranks combined,

institutions,
ranks.

AAUP categories,

He analyzed the

public and private

and individual academic

His major conclusion was that:

The impact of collective bargaining on faculty
compensation was short run in nature.
Thus,
the academic market place appeared to be
reasonably efficient in making compensation
adjustments between union and non-union
institutions.
Severaly [ic.] early beliefs
about collective bargaining were not supported
such as the belief that compensation
deprivation lead to unionization and collective
bargaining narrowed the compensation gap
between junior and senior faculty.
(Baker, 1982.
In Dissertation Abstracts
International, 1983, May 43 (11), p. 3464-A)
His major conclusion not withstanding,

two results of

the study which need consideration are that "less
comprehensive two-year institutions demonstrated significant
long-run percentage gains

in compensation relative to more

comprehensive four-year institutions," and that "adoption of
collective bargaining did not significantly change the
faculty compensation structure among different types of
institutions based on AAUP categories except for Category I
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institutions in the long-run"
Abstract International,

(Baker,

1983, May,

43

1982.
(11),

In Dissertation
p.

3464-A).

These findings make the validity of the sweeping
generalization in the conclusion quoted above questionable.
Guthrie-Morse

(1979)

studied the effects of collective

bargaining on salary and security in four-year colleges and
universities in the United States.

The sample which was

made up of 30 matched four-year institutions provided the
data generated by institutional survey.

Using a combination

of descriptive and regression techniques the researcher
assessed the effects of collective bargaining.
The results of the study showed a ten-year decline in
merit pay in the unionized institutions.

She also found

that "after cost-of-living and other adjustments,
faculty compensation,

unionized

tenure and promotion are not

substantially different from that of non unionized faculty.
Perhaps the most startling finding was the pronounced
decline in merit-based pay in unionized institutions," she
asserted

(Guthrie-Morse,

International,
Yarbrough

1979.

1980 April,
(1986)

40

In Dissertation Abstract
(10),

p.

5333-A).

surveyed 250 public and private

comprehensive colleges and universities in the United States
to find out the methods used in the determination of entry
level faculty salaries,

salary adjustments,

salary increases.
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and annual

One of his findings was that the consideration of
market competition as the dominant factor in entry level
salary decisions was significantly less in institutions with
collective bargaining.
The major conclusions were:
(1) The establishment of entry level salaries
in these institutions is highly autocratic and
intuitive; (2) An increase in the number of
institutions with faculty collective bargaining
would likely intensify the problems of faculty
recruitment and retention in high demand areas;
(3) Salary compression was perceived to be the
major issue of eguity concern by the chief
executive officers of the surveyed
institutions, suggesting that ineguities due to
race and sex have for the most part been
resolved; (4) The overall impacts of Carnegie
classification and funding sources upon the
decision processes of faculty salary
administration explored in this study were
insignificant in comparison to the effects of
collective bargaining.
(Yarbrough, 1986.
In
Dissertation Abstracts International, 1987,
June, 47 (12), p. 4264-A)
As these studies and others that follow show,

the

results of research on salary issues are conflicting.

Some

studies have concluded that collective bargaining improves
faculty salary

(Birnbaum,

Morgan and Kearney,

1977).

1974,

1976;

Leslie and Hu,

1977;

Some other studies while showing

an increase in the salaries of the unionized faculty
compared to non-unionized group have concluded that the
increase is not statistically significant
1977;

Birnbaum,

1977).

(Brown and Stone,

One study showed salaries have

increased more in non-unionized institutions than unionized
ones as the years of unionization increased especially when
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local cost-of-living adjustments are made

(Guthrie-Morse,

Leslie,

(1976)

and Hu,

Garbarino

(1977)

1981,

pp.

244-246).

Bain

and

emphasize the difficulty of isolating the

effects of collective bargaining in salary and fringe
benefits.

Kemerer and Baldridge

(1975)

believe that both

the union and non-union faculty gain monetarily from
collective bargaining.
In their 1987 study,

Margaret Chandler and Daniel

Julius reported with emphasis that unions actually do make a
positive difference on faculty salary.

In reporting their

findings on the two-year colleges they studied they
asserted:

"While labor relations scholars have long argued

the effects of unionization on compensation,

our research

indicates that unionization of faculty and higher levels of
compensation are closely related"
1987,

p.

208).

(Chandler and Julius,

The argument continues with no single

accepted view on the issue.
One inescapable observation one can make is that unions
play an important role in influencing the salaries of
faculties in non-unionized institutions.

This may be a

tactical way to prevent the faculty from unionizing.
in unionized institutions,

Even

the faculty salaries are used as

a measure for determining the salaries of non-unionized
professionals.

Besides,

paying higher salaries may be a

good trade off for other restrictive practices that
accompany collective bargaining.
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Studies on the Role of the Dean After the
Advent of Collective Bargaining
The literature and studies related to the role of the
dean can be classified into three categories:
empirical studies;

(2)

(1)

the non-

the empirical studies related to the

deanship but not directly related to the role of the dean in
the context of collective bargaining;

and

(3)

the empirical

studies on the impact of faculty collective bargaining on
the role of the dean.
Some of those studies that are non—empirical are Tucker
and Bryan
(1980),

(1988),

Koff

Rosenheim,

Ryan

(1976),

Jr.

(1980),

Gideonse

(1968),

(1976),

Cleveland

example Tucker and Bryan's,
deanship,

Coladarci

(1980),

Schuh

(1968).

Dill

(1975),

Some of these,

for

are well written books on the

but others are published articles in journals or

personal anecdotes on the deanship.
The empirical studies that are related to the deanship
but not directly dealing with the role of the dean in the
context of collective bargaining are:

Miller

(1963)

perceptions from a historical perspective; Gould

- role

(1964)

-

leadership functions and characteristics of an effective
dean; Maloney

(1967)

Schneider

(1970)

-

differences in expectations and perceptions; Call

(1973)

-

leader behavior,

- leader behavior;

role expectation,

Cyphert and Zimpher

(1980)

and leader ideology;

- role of dean in education;
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Saville

(1976)

- role model for the deanship of a

professional school;

Scott

conflicts and ambiguity;

(1979)

- role of dean and its

Bowker and Lynch

(1985)

role in resource allocation to departments,
research support for faculty,
decisions,

- deans'

teaching and

tenure and promotion

and departmental evaluations.

These studies will be reviewed next and their findings
and conclusions will shed light on the role of the dean and
indicate what changes have occurred and further research
needed in this area.
Miller

(1963)

investigated the perceptions of role

expectations by liberal arts college deans from a historical
perspective.

The study combined a theoretical role analysis

of the literature with interview of academic deans from
selected undergraduate liberal arts colleges regarding their
role perceptions.
Findings of the study led to the conclusions that:
(1) The roles of academic deans have been
difficult and conflicting.
(2) Circumstances
present in the origin of the deanship in
American higher education continued to
influence the subseguent development and
contributed to difficult and conflicting role
expectations for deans.
(3) Expectations
attached to deans from persons above them and
persons below them in the personnel hierarchies
of their institutions tended to cause difficult
and conflicting role expectations.
(4) Individuals serving as academic deans
experienced difficult and conflicting role
expectations in the performance of their
duties.
(Miller, 1963.
In Dissertation
Abstract, 1964, 24 (12), p. 5089).
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Gould

(1964)

undertook a study about the substantive

role of the academic dean,

particularly,

the leadership

function as seen by the dean in light of the dean's
responsibilities and relationships with others in the
institution.

Gould combined personal interview and

questionnaire techniques to generate data for the study.
His findings in some ways seem to contradict Corson's
strong assertion about deans'
affairs,

(1960)

preoccupation with student

and show that deans in smaller colleges than ever

before are concerning themselves with the three principal
functions outlined by McGrath—considering the ends and
means of education,
the budget.

selecting faculty members,

and preparing

Gould's questionnaire data showed that "82

percent of SEC

[small endowed college]

president in the selection,

promotion,

deans share with the
and development of

faculty members... and 42 percent state that serious
infractions of rules by students are no longer their
concern"

(Gould,

1964,

p.

12).

In the section titled "Summary and Perspectives" Gould
wrote:
The dean carries a heavier load than the
department chair in such activities as
interviewing faculty prospects, evaluating
resident faculty members, recommending
promotions, arranging sabbaticals and special
leaves of absences, and designating office
space for the faculty....
The academic dean believes that he exercises
the determining vote, as among those of the
president, the department chairmen, and
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himself, when it comes to the selection of
faculty personnel, promotion and research
assistance.
The decisions regarding tenure,
however, are more likely to be made by the
president.
(Gould, 1964, p. 96)
Other findings were that in both small and large
institutions the academic dean's office is the nexus for
almost every significant activity and a great many not so
significant activities on the college calendar
p.

98).

(Gould,

1964,

Also he found that while 90 percent of the academic

deans believe that selection by the faculty gives the dean
the greatest opportunity to be an effective leader,

faculty

had voice in the appointment of the deans in only one-third
of the cases in the study
administration,

(1964,

pp.

44-45).

For effective

the relationships between the deans and

their department chairpersons were considered more
significant than their relationships with the president and
informal leaders of the faculty.

Gould asserted that the

effective dean is one who can plant ideas and wait for them
to complete the informal organization channels and return to
the dean in the form of suggestions for action
p.

99) .

(1964,

He advocated formal training in administrative

theory and practice for deans to help them in their duties.
Moloney's

(1967)

research involved the leadership

behavior of deans in schools of nursing.

The researcher

used Leadership Behavior Description Questionnaire
used in the Ohio State Leadership Studies.

The

questionnaires were sent to 26 vice presidents,
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(LBDQ)

26 deans,

and 234 selected faculty in 26 university schools of nursing
in the United States and the study concentrated on the
perceptions and expectations of these three groups of
participants,

the relationship between perceived behavior

and deviations from role norms,
behavior.

and evaluation of overall

The findings were that some of the generalized

hypothetical concepts of role behavior could be tested
empirically,

and related to overall leadership success.

The

study pointed out the need for deans to ascertain what their
primary audiences expect of them in their leadership role.
Schneider

(1970)

explored the differences in

expectations and perceptions of the functions of academic
deans in private liberal arts colleges in the North Central
Association.

The study was guantitative and used

questionnaire technique for collecting data.

The

questionnaires generated responses from 35 presidents,
deans,

and 417 chairpersons.

43

The findings confirmed the

hypothesis that even though perceptions and expectations of
presidents,

deans,

and department chairpersons of the

functions of the academic dean differ,
not create conflict.

the differences did

The study was able to distinguish

specific areas of disagreement.
The finding that the differences in perceptions of the
presidents,

deans and department chairpersons did not create

conflict is in marked contrast to the conclusions of Miller
(1963)

whose study was reviewed earlier.
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Call

(1973)

examined the role-expectations,

leader

behavior and leader ideology of academic deans in the public
and private four-year colleges in West Virginia.

The study

was guantitative and employed questionnaires constructed by
the author to find out the role-expectations of the
presidents,

divisional chairmen,

department chairmen,

and

the academic deans.

The Leadership Behavior Description

Questionnaire

Real and Ideal were used to measure the

(LBDQ)

leader ideology and leader behavior of the academic deans.
Data for analysis were from 12 presidents,
deans,

43 divisional chairmen,

13 academic

and 119 department chairmen.

One major finding of this study was that when a
significant difference exists between groups above and
groups below the academic dean regarding the importance of
the academic dean's responsibilities,

those above the

academic dean will place more importance upon the
responsibilities of the dean than those below the academic
dean.
Cyphert and Zimpher

(1980)

sought to identify personal,

professional and job related characteristics of deans of
schools,

colleges and departments of education in the United

States.

The study was quantitative and used survey

questionnaires technique for data collection.

Responses

from 181 deans and 93 provosts provided the data for
analysis.

One of the major objectives of the study was to

use the data on the role expectations of the deans and the
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perceptions of their job satisfaction,

frustrations,

successes and failures to organize programs for improving
their performance.
The findings and conclusion were that "there appear to
be no major differences between deans'
their subordinates'
(p.

117).

Deans

improvement.

self-perceptions and

perceptions of education deans"

indicated a need for professional self-

Their desire for further training in such

areas as staff development activities posed a dilemma
according to the researchers because the needed training was
not available.

The needs and competencies of deans,

authors

appeared to be unrelated to the length of

stated,

time that an individual has occupied the deanship.
deans were able to identify their own problems,
expertise.

the

The

needs and

The finding of a high degree of similarity

between the needs of some deans and the expertise of others
appears to make the education of deans by their fellow deans
invaluable,

the authors observed

In Griffiths and McCarty,
Saville

(1976)

responses from 24

1980,

(Cyphert and Zimpher,

pp.

1980.

91-122) .

surveyed 100 institutions and received

of them.

His analysis of 50

codes and bylaws revealed that only five of 24
surveyed had internally developed,

institutional
institutions

detailed position guides.

From the data generated he developed a role guide for the
deanship of a professional school of education which he said
might serve as a working model for developing guides for
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other deanships.

He

identified two areas where the dean of

a college of education must provide

leadership:

"(1)

in the

area pertaining to administration of organizational detail.
(2)

In the area that is concerned with the more abstract

phases of human engineering"
The

(p.

4).

leadership functions under the first category

(administration of organizational detail)

include the

following:
(1) organizational relationship within the
college and between the college and other
administration units in the university,
(2) record keeping and provisions of services
for faculty, (3) interpretation of credential
regulations, (4) evaluation of staff,
(5) acquiring new faculty, (6) budgetary
matters, (7) new legislation, (8) public
relations, and (9) administration of all
related details required of this office.
(pp. 3-4).
The second subdivision he said concerns the more
abstract factors related to any leadership function.
includes

"(1)

teaching,
resources,
(6)

motivation,

(2)

encouragement of creative

writing and experimentation,
(4)

innovation,

faculty morale"

(p.

(5)

It

(3)

utilization of

faculty involvement,

and

4) .

Regarding the relationship between the dean and the
department chairpersons Saville asserted that it depends
upon personal and operational factors,
positions are

concluding that both

"basically responsible for the same things at

different levels of decision-making"

(p.

8).

He identified

three areas of competence for successful higher education
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administrators with emphasis on middle management—deans and
department chairpersons.
(a)

Understanding the nature and setting for administration

in higher education;
and

These areas are;

(c)

(b)

Decision making and communication;

Understanding the practice of administration.

Scott

(1979)

University:

in "The

'Amateur Dean'

in a Complex

An Essay on Role Ambiguity" explored the

meaning of the term
role the so-called

'Amateur Dean',
'amateur deans'

why it is used and the
play.

The official daily

books kept by three deans who served in office between 1965
and 1978

and Scott's personal records and observations

during his eleven years as assistant and associate dean
provided the data for the study.

His review of the logs

showed that the concerns of the deans were the collective
concerns of the college.
Scott's data logs were grouped into four categories of
concerns:
(2)

(1)

extraordinary,

such as student sit-ins;

department budget items such as salaries and operating

expenses;

(3)

curriculum,

such as black studies,
enterprise;

and

(4)

including new courses and fields

general education,

writing,

and free

faculty appointments and status.

He

stated that the last item took most of each dean's time in
discussions

in person and by phone with department chairmen

and senior faculty,
deans'

and was the most frequent subject of the

discussions with the central administration.
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One of the major findings was that:
the discussions between deans and provosts are
almost always about money--new appointments and
perquisites—and only rarely about policies or
goals....
Whenever money in the college became
limited, decisions about resources were pushed
upward from the dean to the provost, and
discussions were frequent.
(Scott, 1978,
p. 449)
The budget manager's name also appeared often in the
dean's

log book,

with infrequent comment about the

administrative staff of the college.
In terms of role ambiguity,

deans were constantly under

pressure by the central administration "to stay within the
budget—to be managers—while their colleagues place them
under pressure to keep the faculty

'stars'

senior positions with senior appointments,
faculty in new areas of study"

(p.

449).

happy,

to replace

and to add
Scott concluded

that the adoption of the term amateur appeared to be "a
means of coping with the conflicts and ambiguities forced on
the dean's role by the multiple

'role senders'.

the faculty hold the position's moral capital,
the pose they

[faculty]

Bowker and Lynch

require"

(1985)

(p.

And since
deans adopt

451).

presented the analysis and

results based on the findings of the four national surveys
of deans which used questionnaires for data collection.
surveys which covered the social science,

The

graduate,

continuing education,

and arts and sciences deans focused on

the role of the deans

in resource allocation to departments,
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teaching and research support for faculty,
promotion decisions,

tenure and

and departmental evaluations.

The major findings reported included the following:
1.

Deans do not always communicate adeguately with
faculty and chairs about resource availability,
goals, and priorities.

2.

Deans almost always support teaching verbally.

3.

Teaching guality is the most important factor in
tenure decisions.

4.

Deans rarely commit funds to improve weak
departments.

5.

Teaching deans do not show unusually strong support
for teaching.

6.

Institutional policies and traditions regarding
teaching are inconsistent, uncoordinated, and
confused.

7.

Support for research is subject to similar (but
less serious) inconsistencies than support for
teaching.
(Bowker and Lynch, 1985, pp. 14-15)

The Empirical Studies on the Impact of Faculty
Collective Bargaining on the Role of the Dean
The studies in this section consist of those of
Giallombardo

(1979)

which examined the expectations held for

the role of dean; Marks

(1980)

which studied the changes in

the role of the dean since the establishment of collective
bargaining in some selected institutions; and Gaylor

(1986),

which investigated the perceptions of academic deans towards
collective bargaining and the conseguences of collective
bargaining on the role of the dean.
studies will be reviewed next.
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Each of these empirical

Sylvia Giallombardo

(1979)

used qualitative methods to

study the importance of the role-expectations of deans by
the provosts,

deans,

and chairpersons.

An additional

objective of the study was to find out if the introduction
of collective bargaining agreement influenced the
participants'

perceptions of these role expectations.

Questionnaires returned by 17 provosts,

52 deans and

169 chairpersons from 28 private four-year institutions of
higher education in the United States,
stratified random sampling,

selected by

provided the data for the

analysis.
Some of the results were:
1.

The role-set of the dean at non-collective
bargaining institutions ranked the importance of
the functions of the dean significantly higher than
the role-set of the dean at collective bargaining
institutions of higher education.

2.

Administrators from non-collective bargaining
institutions ranked the personnel functions as most
important,

whereas,

the administrators from

collective bargaining institutions ranked the
academic functions as most important.
3.

The role-set of the dean in collective bargaining
institutions perceive the dean to be performing
significantly fewer functions than the dean of non¬
collective bargaining institutions.
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Deans from

non-collective bargaining institutions are
perceived to be performing more administrative and
personnel functions than the dean of collective
bargaining institutions.
pp.

(Giallombardo,

1979,

92-93)

Giallombardo concluded that collective bargaining
agreement reduces the importance of the role of the dean
especially in the area of personnel functions and decreases
the number of functions the dean performs.
in the chairs'

and the deans'

The difference

perception of the importance

of the role of the dean indicates that potential for intra¬
role conflict exists in collective and non-collective
bargaining institutions
Marks

(1980)

(1979,

pp.

95-96).

investigated the changes in the role of

the dean since the establishment of faculty collective
bargaining.

The study was qualitative and used focused

interview with a structured interview guide composed mostly
of open-ended questions for data collection.

Twenty-one

deans in state and state-related institutions in
Pennsylvania higher education were interviewed.

Each of the

deans had been dean before and after the advent of
collective bargaining in his/her institution.

The

researcher explored the changes in deans' duties,
usage,

role behavior,

time

level of involvement in decision

making and shifts in power.

Also included were fiscal

conditions of the institutions,

government regulations and

effect of enrollment patterns.
Among Mark's conclusions were that there was a transfer
of authority from the dean to the faculty and president
through the collective bargaining agreement.

The contract

incorporated the personnel processes formerly in the domain
of the dean,

and thus limited the authority of the dean in

personnel matters.

Financial conditions of the institution

influenced the control granted to the dean, with more
autonomy allowed during periods of resource abundance and
exertion of greater administrative control in allocation of
resources and in decision making during periods of scarcity.
Faculty collective bargaining did not affect the role played
by the dean in academic program planning.
In terms of the budget,

there was increased

participation in the process by the deans,
and faculty committees,

department heads,

but the decisions that had

significant effect on the institution's budget were still
made by the central administration.

The changes that

occurred in deans'

authority and power

responsibilities,

between 1968 and 1978 were attributed to three factors—
faculty collective bargaining, worsening financial
conditions and changes in the student enrollment patterns
(Marks,

1980,

Gaylor

pp.

(1986)

145-148).
investigated the perceptions of deans

toward collective bargaining including its impact on the
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role of the dean.

The study combined questionnaire and

interviewing techniques for data collection.

The research

was limited to collective bargaining by Pennsylvania state
system faculty,

and data were collected from institutions,

where according to the researcher,

the deans were overall

most positive and most negative toward collective
bargaining.
Gaylor found that almost two-thirds of the academic
deans generally held favorable perceptions of collective
bargaining by faculty.

The deans were also favorable in

their perceptions of collective action,

the use of sanctions

and the consequences of collective bargaining.

The only

negative perceptions were of the withholding of services by
faculty.

The researcher reported that the interview data

showed differences in the perceived roles of academic deans
and the impact of collective bargaining on those roles.

No

significant differences in perceptions based on demographic
variables of age and sex were found.
In conclusion,

Gaylor asserted that "the impact of

collective bargaining was perceived as important at the
selected institutions but was not the primary focus of
content or discontent by the deans interviewed"
Dissertation Abstracts International,

47

(12),

(Gaylor,
pp.

in

4211-A-

4529-A).
The results of this study contradict some of the views
held by many administrators about faculty collective
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bargaining and also differ remarkably from the results of
some earlier studies in this area.

Summary
Most of the studies reviewed are concerned with the
impact of faculty collective bargaining on the
administration in general,
on the role of the dean.

with only a small number focused
As these few studies that dealt

directly with the role of the dean reveal,

collective

bargaining affects deans in different institutional sectors
differently.

Even those deans in the same institutional

sector or in the same college or university are impacted in
varied ways.

Moreover,

the studies either dealt with the

changes in the role of the dean over time or tested the
hypotheses relating to the dean's role.

This study will

make a departure from these other studies by paying
attention to the deans' perspectives on the present and
immediate impacts on the deans' daily functions and
activities.

It will also seek what alternative decisions

the dean could have made or actions he or she could have
taken if there was no faculty union.
with other previous studies,

In addition,

in line

it will also try to relate the

present actions and practices of the deans to the way things
were done in the past,

as a means of explicating the issues

and clarifying the actions that are taking place now.
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This context can be thoroughly and comprehensively
covered and meaningfully understood only by studying the
deans within the governance realm and administrative
structures and practices of the particular institution,
is what this research will do for the university under
study.
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It

CHAPTER III
DESIGN OF THE STUDY

Introduction
This study seeks to understand what deans perceive as
the impact of faculty collective bargaining on the role of
the dean.

It also aims to find out their views on how to

improve educational administration under collective
bargaining circumstances.

Rationale for Research Methods
In discussing organizational theories and research
paradigms,

Burrell and Morgan

(1979)

in the book

Sociological Paradigms and Organizational Analysis.
indicated that all approaches to social science are based on
assumptions about ontology,

human nature and epistemology.

Their opinions were that these assumptions have implications
on research methodology

(pp.

Lincoln and Guba

asserted that "Naturalistic Inquiry"

(1985)

1-2).

Subsequent to this

is based on a set of assumptions that contrast,

conflict and

are opposed to those that guide quantitative research
methods.
However,

after analyzing the different assumptions that

undergird both quantitative and qualitative research, Morgan
and Smircich

(1980)

concluded that "debates regarding

research methods in the social sciences are linked directly
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to assumptions about ontology,
nature"

(p.

491).

epistemology,

and human

They stated that "gualitative research is

an approach" and not "a particular set of techniques" and
pointed out that "its appropriateness - like that of
quantitative research - is contingent on the nature of the
phenomenon to be studied"
reasons,

(p.

499).

As a result of these

they suggested that discussions of methodology

should be guided by an understanding of the strong
connection:
between theory and method - between the world
view to which the researcher subscribes, the
type of research question posed, and the
technique that is to be adopted as a basis for
research.
All these issues are related in the
most fundamental of ways.
(p. 499).
The insights provided by these and other authors are
invaluable.
theories,
study,

Following my review of many organizational

previous researches and literature related to this

the formulation of issues to be addressed,

evaluation of the match between these issues,
research,

and the assumptions that guide them,

the

my views of
I chose a

qualitative approach for this investigation using in-depth
interviews for data collection.

The rationale for this

decision is that the knowledge the study will seek and may
provide goes beyond mere factual,
data.

Besides,

statistical,

numerical

in-depth interviews will give me the

opportunity for asking probing questions to clarify meanings
of answers given by respondents.
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The technique is also

adaptable to varying conditions which may arise in this
study.

For these and other reasons,

some authors also

consider personal interviews to be an invaluable means for
collecting data
Rossman,

1989,

(Kerlinger,
p.

1986,

pp.

445—446; Marshall and

82).

An individual's perceptions of a phenomenon may be
influenced by many factors.

These factors could inhere in

the context in which the phenomenon occurs.

They could also

be personal characteristics and dispositions that the
individual has.

Since the study's basic objective is to

understand the perceptions of the deans on the impact of
faculty collective bargaining on the role of the dean,
deans'

past and present professional experiences,

value systems,
other people,

beliefs,

attitudes,

the

their

and interactions with

may color their perspectives and the

interpretations they provide about their work.
To gain insight and a thorough understanding of these
perceptions,

and the explanations of what constitutive

factors may have contributed to them,

the use of a

qualitative approach and an in-depth interview technique for
data collection is considered appropriate for this study.
These methods may likely provide the knowledge sought in the
study more adequately than a quantitative approach which
uses questionnaires as a means of collecting data.
the assumptions about ontology,

human nature,

Also,

and

epistemology that undergird the qualitative approach to

’
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research are,

with certain reservations,

in line with those

that I hold.

Research Perspectives and Assumptions
On the issue of ontology my view is that reality is
multiple and is socially constructed.

The way a dean of one

school or college perceives and interprets the impact of
faculty collective bargaining may be different from that of
another dean,

the fact that both of them may be

administering the same union contract not withstanding.
Epistemologically,

I find the absolute separation of

the interviewer and the interviewee,
(Lincoln and Guba,

1985,

p.

37)

"knower and known"

unrealistic.

Gaining the

confidence and trust of a participant in a research
interview is a vital prerequisite for getting reliable
information.
this study,

Where an interview is,

as will be the case in

"a discourse in which the meanings of questions

and responses are contextually grounded and jointly
constructed
(Mishler,

[within limits]

1986,

pp.

33-34) ,

by interviewer and respondent"
separation of researcher and

respondent is not easy even if desirable.

Consequently,

objectivity per se will undoubtedly be mediated and the
emphasis will be on understanding.

In this interaction in

search of meaning and understanding,

undue concern for

dichotomy between interviewer and interviewee for the sake
of objectivity may be misplaced.
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This is especially true in

this study since the two cannot be neatly delineated if one
is to secure meaningful and reliable data.
Many other authors have written on this
example,

Locke,

Spirduso and Silverman

strong case which William James
inseparability of
James'

contention,

affects,

"subject"

(1987)

they explained,

or contributes to,

cited the

in research.

was that "if the observer

what is observed,
objective

Spirduso and Silverman,

For

makes for the

and "object"

be such an entity as a pure,
(Locke,

(1912)

issue.

1987,

there cannot

'scientific fact'"
p.

186) .

They made

additional reference to a social scientist Gregory Bateson,
who is credited with saying that "there is no objective
experience;

all experience is subjective"

(p.

186).

The ideographic view of research which Schutz

(1967)

discusses in The Phenomenology of the Social World is
essential to this study.

The ideographic approach to social

science is based on the view that one can only understand
the social world by obtaining first-hand knowledge of the
subject under investigation.

This perspective is basic to

my choice of the in-depth interview.
approach

The ideographic

"stresses the importance of letting one's subject

unfold its nature and characteristics during the process of
investigation"

(Burrell and Morgan,

of research design this
(Lincoln and Guba,

1985,

1979,

is referred to as
p.

41).
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p.

6).

In terms

"emergent design"

It

is characteristic of quantitative research to

emphasize control and generalizability of results of a
study.

While the need for control and generalization of

results

is acknowledged,

important.

other reasons for research are also

A thorough examination of an issue within its

local context can provide very important results.

These

results may not be generalized beyond the participating
population or the locale of the study because of the
uniqueness of the local environment in which the phenomenon
is embedded.

The view that single institutions deserve in-

depth study because they can provide useful knowledge was a
factor in my decision to study deans in one institution.
I subscribe to the notion that no research is value
free.

The choice of what to study,

chosen for doing research,

the theories and methods

and the context in which the

study is carried out are all guided by one's values
and Guba,

1985,

p.

(Lincoln

38).

Issues of Ethics
Ethics has a place in research.

The participants in

this study will be requested to give details of how
bargaining affects their work,
handle problems they encounter.

and how they individually
They will also be

encouraged to reflect on the various ways that collective
bargaining usually affects communication,
superiors,

subordinates and peers,

99

interactions with

and how it influences the

delicate decisions they make about many personnel issues.
These matters somehow involve revealing information of a
sensitive nature that could expose the participants to some
professional risk.

It is my duty as a researcher to protect

the participants from any risk that may result from their
taking part in the study.

Therefore,

protecting

confidentiality of respondents and keeping their
identification anonymous are responsibilities I have to
assume.

Conflicts on what to report,

what to leave out,

and

to what degree anything not reported will affect the results
of the study will arise.

However, maintaining

confidentiality and protecting the anonymity of participants
are fundamental ethical issues which I feel strongly about,
and which I will do all things possible to protect.
These perspectives and assumptions form the basis for
my choice of qualitative approach and an in-depth interview
technique for this study.

They will in many ways affect the

process as well as the interpretations of the results.

Selection of Participants
The nine participants selected for this study are
current deans of schools,
state university.
purposive sampling.

colleges or divisions in a public

The selection of participants was by
One rationale for purposive sampling is

that it provides the participants that will give needed
information in the research.
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For example,

these deans were

selected principally because they possess the
characteristics that seem important in the context of this
study.

In this respect,

incumbent deans;

the participants are knowledgeable,

they represent different schools,

or divisions of their institution;
deans varies,

colleges,

their tenure in office as

and they represent male and female in gender.

These deans have jurisdiction over academic departments
and programs that include faculty members,
curricula.

budget and

They are responsible for administering programs

and faculty members of a specific group of disciplines such
as arts and sciences,
so forth.

education,

business,

engineering and

According to Tucker and Bryan "these deans are

not considered part of the central administration of the
institution and serve as the president's and academic vicepresident's line officers in relation to department
chairpersons,

faculty,

and students under their

jurisdiction"

(Tucker and Bryan,

1988,

p.

127).

Many authors have referred to people who occupy these
°ffi-ces by title of "academic dean"
Gould,

1964,

p.

8; Tucker and Bryan,

(Newburn,
1988,

p.

1959,

ps

ix).

These

are the people this study is primarily concerned with.
of the ten academic deans in the university agreed to
participate in the study.
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64;

Nine

Access
I set up an appointment to meet with each potential
participant in the study.

The first contact visit was used

to seek the person's consent to participate.
visit I explained the purpose of the study,
significance,

During the
its

the methods to be used for investigation,

and

how the confidentiality and unanimity of the individual
would be protected.
study,

If that dean agreed to take part in the

interview schedule was set up that was convenient and

agreeable to both of us.

The Interview Process and Content of Questions
The initial action was a friendly greeting and formal
introduction followed by a brief talk about the activities
of the day.

On finishing with this formal protocol,

I

explained the purpose of the research; then gave the
participants the consent form which details the method of
the study,

how the results will be used,

participants'

and how the

rights will be preserved and protected.

The

participant was given the opportunity to ask guestions about
the interview and the consent form.

These measures were

used to allay the fears the participants may have had and to
help establish trust and confidence.

If the dean was

satisfied with the conditions outlined in the consent form
and the verbal explanations given,
form,

he or she signed the

and the researcher also counter signed.
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A broad topical outline was used to guide the
interview.

In each segment of the areas investigated,

some

preliminary questions were prepared and used as starting
points for discussion.

Most of the questions in the

interview were open-ended.

The respondents were allowed the

latitude to discuss the issues raised,

and where necessary,

to introduce other issues the researcher may not have
anticipated.

The openness for interchange of ideas which I

maintained permitted a more conversational tune and less
rigidity in the process,

in this way meanings of questions

and answers were given a chance to be understood and to be
produced from reasoned reflections of true experiences,
personal values and beliefs, which sometimes manifest
themselves on the job.
Providing proper context in the interview creates a
solid base for meaningful analysis and interpretation of the
data,

where this is achieved then the interview assumes the

proper expression as "a conversation with a purpose"
and Cannell,

1957,

p.

149)

(Kahn,

or the ideal research

interviewing which Mishler calls "a form of discourse" with
four important components:
/

(2)

"(1)

interviews are speech

the discourse of interviews is constructed

jointly by interviewers and respondents;

(3)

analysis and

interpretation are based on a theory of discourse and
weaning;
grounded"

and

(4)

the meanings of questions are contextually

(Mishler,

1986,

p.

ix) .
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In summary,
(1983)

the interview format was close to Lyons'

guideline as paraphrased in Jackson

process of interviewing:
questions,

(2)

(1)

(1988).

In this

the interviewer initiates the

respondents answer from their educational,

professional and personal experience,

(3)

the interviewer

listens not to solve problems but to understand the
perceptions and feelings of the respondent and how the
respondent comprehends the subject being discussed,

and

(4)

the interviewer tries not to second guess or interpret
answers but may clarify any question that is not clear to
the respondent

(pp.

85-86) .

Once the respondent had understood the question,

I

avoided any interruptions in order to give the respondent
the chance to tell his or her story.

Measures to Prevent Biased Data
The validity of the results of the study could be
jeopardized if the data are infested with the interviewer's
bias(es).

Also,

if inappropriate or no actions are taken to

monitor how questions are constructed and the way they are
presented to the respondents,
the research results.

no confidence can be placed on

Therefore,

necessary measures were

followed to prevent biased data.
Questions that suggest positive or negative answers,
•

*

1,G*'
P-

directive or leading questions

445),

were avoided.

(Kerlinger,

1986,

Appropriate probes were used to
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enable respondents to enlarge on,
reasons behind what they said
Research,

1976,

p.

15).

clarify,

or explain the

(Institute for Social

Also questions were worded in such

a way as to avoid leading respondents to expressing merely
socially desirable sentiments.

In this regard attention was

given to the match between the questions asked and the
research objectives.

Clarity of questions and ambiguity in

their interpretations by respondents were carefully
monitored during the interview.
Where questions involved sensitive issues or matters of
a personal nature efforts were made to frame the questions
in an inoffensive manner.

Moreover,

such questions were

deferred until rapport had been established and trust and
confidence assured.
Evaluation of my personal views and dispositions in the
subject being studied helped me to guard against
interjecting personal views or preferences in the interview.
Also,

gender,

race,

and class can affect the interview

situation and the responses one gets.

I exercised caution

because how one approaches these issues is important.
The language one uses,
words is very vital.
Schatzkamer

(1983)

specifically,

For example,

the choice of

Siedman,

Sullivan and

explained how the words they used in

their study The Work of Community College Faculty:

A Study

Through In-Depth Interviews emphasized their understanding
of the phenomenological in-depth interview process and their
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sense of its purpose and their relationship to their
participants.

This understanding led them to cautious use

of words like "probe",

"push",

"questions",

and "answers".

Instead they substituted words such as "explore" and
'■reflect"

in order as they stated "to capture the sense of

how we were trying to work with our participants"

(p.

663).

Such cautious choice of words and other measures mentioned
above were applied in this study.

The Use of the Tape Recorder
AH interviews were tape recorded,

because the tape

captures the actual words of both the interviewer and
respondent.

The taped interviews were also reviewed even

after the transcription,

particularly during the

interpretation of the data.

This was necessary because the

adequate interpretation of the data depended on the
understanding of what actually transpired in the interview.
In this respect,

a tape recorded interview has an advantage

over an untaped interview since all verbal statements in the
interview are recorded.
In discussing some of the shortcomings of standard
survey interviews,

Mishler asserted that the meanings of

questions and answers are problematic.

Because the

questions in interview schedules and interviewer's summaries
do not adequately represent what is actually said,
advocates increased use of tape recorders.

106

he

"It is only

through knowing what they

[interviewer and interviewee]

say

that we can begin to address the guestion of what they mean"
(Mishler,

1986,

interviews

p.

51).

Arguably,

tape recording of

is the sure way to get accurate data of what was

said in an interview.
Some people oppose the use of tape recorders in
interviews.
it is

Among the reasons for the opposition are that

intrusive and can prevent the respondent from

expressing his or her true feelings about an issue.

Another

reason is the fear of how the tape will be used and where it
may end up eventually.
The debate over the advantages in terms of accuracy of
responses of taped interview over untaped one was pursued in
a study by Belson
stated by Cannell,

(1967).

The results of this study as

Lawson and Hausser

(1975)

"showed no

significant differences between interviews which were
recorded and those which were not,

although there were some

indications of differences according to the socio-economic
status of the respondent"

(p.

21).

Some of the factors

which Cannell and others suggested might have had some
effect on the accuracy of responses made during taperecorded interviews were the degree of difficulty of the
recall task required for responding and the degree of
personal

information which the questions demanded.

They

suggested a systematic study of the effect of tape recorder
on quality and accuracy of interviewee response.
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For the convenience which tape recorders provide,

the

freedom they give interviewers to concentrate on active
listening,

and to limit themselves to taking note of only

significant issues reported,
non-verbal,

or other reactions that are

which are important for understanding the data

their interpretation,

I chose to use the tape recorder.

Other authors who have strongly advocated their use are
Misler

(1986) ;

Siedman,

Sullivan and Schatzkamer

(1983).

Personal Notes
In addition to tape recording the interview,

I also

took notes of significant points and issues that took place
in the interview.

Facial expressions,

non-verbal cues and

reactions that may be meaningful in the analysis and
interpretation of the data were jotted.

The openness and

frankness which a respondent brings into the discussion
makes a difference in the confidence to be placed on the
data.

Therefore,

signs which indicated what Siedman,

Sullivan and Schatzkamer
outervoice"

(p.

George Steiner
noticed.

658)

(1983)

referred to as "public

versus the "private inner voice" of

(1978),

were watched for and recorded when

These refer to when a person speaks guardedly as

if for public record,

as opposed to statements grounded in

concrete personal knowledge or experience spoken for
oneself.
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The notes also contained summaries of each interview in
a thematic form.

These were used to compare the major

issues each participant raised and the perspective they
shared with the interviewer.

Analysis of Data
The analysis of the data focused on the main segments
into which the study has been categorized.

Excluding

background and experience information these are:
1.

Perceptions of collective bargaining impact on the
dean's role in:

2.

(a)

personnel policies and procedures,

(b)

budget and resource acquisition/allocation,

(c)

planning and curricular program development.

Perspectives for improving educational
administration.

For the personnel policies and procedures,
analytical outline followed a thematic format.

the
For example,

common experiences in the handling of hiring of faculty,
promotions,

salary adjustment/merit pay,

grievance appeals,

tenure decisions,

and procedures for retrenchment were

sought and identified; where unique experiences were found
they were noted.

Patterns in the relationships between

deans and their superiors,

chairpersons,

deans and administrators were isolated.

109

faculty,

other

Particular attention was paid to specific problems each
dean encounters
dean uses

in the personnel area.

What methods each

in handling the problems were outlined;

specific methods that were thought helpful

any

in solving the

problems were highlighted for comparison with others.
changes

in the functions the deans perform,

shifts in power

and professional relationships and interactions,
making procedures,
were sought
notes.

Any

decision

delegation and exercise of authority,

in the analysis of the transcripts and personal

What common views the deans hold about the impact of

the union were listed.
The analysis of data on the budget and resource
acguisition/allocation concentrated on the similarities and
differences

in the way each dean handles his or her budget

and resources.

Effort was made to discover whether the

faculty union in any way affects the dean's ability to
acquire or seek resources within and outside the
institution.

The criteria for budget distribution and

allocation of other resources besides finance were probed
for common practices.

The differential effects of the union

on deans of different schools and colleges were delineated.
For planning and curricular program development,

the

analysis sought to see if union presence influenced
decisions and plans of deans in the development of their
colleges and schools.

In this case,

attention focused on

identifying how changes in the programs of departments in a
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college were affected.
offered,

The number of faculty,

the quality of the faculty,

the degrees

and the programs

in the

college may be affected by the uncertainty of what the union
may do.

Suggestions as to what considerations usually

played a major part in program plans and changes were noted,
particularly,
deans as a

if the presence of the union was cited by some

factor seriously considered before actions were

taken.
All suggestions for improving educational
administration were listed.

Those that were similar were

grouped under one unit.
Common themes mentioned as basic factors that informed
and shaped the deans'

perceptions were extracted.

experiences,

attitudes,

beliefs,

hold were noted,

Unique

and values individual deans

and used for interpretation of how each

perceived the impact of faculty collective bargaining on the
role of the dean.
In summary,

the analysis was guided by the search for

answers to the following kinds of questions:
1•

What common positive and negative perceptions do the
deans hold as the major impact of faculty collective
bargaining on the role of the dean?

Are there unique

ones?
2.

Are there any differences or similarities in the
perceptions of the deans across all schools,

colleges

and divisions on any specific issues investigated?;

Ill

among men and women deans?
backgrounds?

deans of different

deans with different lengths of service

in office as deans?
3.

What specific suggestions do the deans offer for
improving higher educational administration?

4.

What factors form the basis for each dean's expressed
perspectives?

Are there any common factors or unique

ones?

Establishing Trustworthiness
The validity of a study and the confidence placed on
its findings depend to a great extent on the methods and
procedures employed in the conduct of the research.

Some of

the measures that were taken to prevent invalidation of the
data have been outlined earlier.

However,

to ensure

increased trustworthiness of the results and the credibility
of the findings,

two additional steps were taken.

measures are described by Lincoln and Guba
Debriefing"

(p.

308),

Peer Debriefing:

and "Triangulation"

(1985)
(p.

These
as "Peer

305).

An individual who is not associated

with the study but is familiar with the methods used was
engaged to review the data and procedures employed in the
study.

The primary function of this individual was to get

me involved in a dialogue intended to probe and elicit
problems I have inadvertently overlooked,
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raise questions

where issues seem unclear or procedures appear questionable,
seek explanation and clarification of doubtful points.
In turn I sought opinions and comments from the
debriefer on the appropriateness of the criteria and methods
used in the analysis and interpretation of the data.

The

debriefer was used to screen areas where participants in the
study may be exposed in the report and made vulnerable.
Where this happened,

if there was no way of protecting the

confidentiality or anonymity of the individuals in such
areas,

in fairness to the participants,

eliminated.

the statements were

Using such a meticulous scrutiny as this could

increase the confidence that readers of the study will have
in its results.
Triangulation:

As Denzin defined it,

"using multiple observers,
view,

methods,

triangulation is

interpretive points of

and levels and forms of empirical materials in the

construction of interpretations"

(1989,

p.

270).

Lincoln

and Guba pointed out that triangulation is directed at a
judgement of the accuracy of specific data items"
p.

316).

(1985,

It was useful to triangulate to have other points

of view about the issues in the study.

In that case,

I

analyzed official documents and records of the university
and the union and some other studies.
Regarding triangulation by use of multiple data
sources,

Patton sounded a cautionary note by observing that

comparison of multiple data sources will "seldom lead to a
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single,

totally,

consistent picture.

It is best not to

expect everything to turn out the same"

(1980,

p.

331).

He

therefore urged researchers to be aware of the different
aspects of what is being studied which different types of
data reveal.

They should not ignore these differences but

should try to understand and interpret them.
In a similar way,

but,

for a different objective,

Fielding and Fielding advised that "we should combine
theories and methods carefully and purposefully with the
intention of adding breath or depth to our analysis,

but not

for the purpose of pursuing "objective truth"

p.

To this view Denzin is in complete agreement

(1986,
(Denzin,

33).

1989,

p. 240).
To underscore the importance Lincoln and Guba attach to
triangulation of data they asserted "no single item of
information
source)

(unless coming from an elite and unimpeachable

should ever be given serious consideration unless it

can be triangulated"

(1985,

view may sound important,

p.

283).

While such a strong

and acknowledgeably is important,

its application must be tempered by the admonitions of
Patton

(1980)

However,

and Fielding and Fielding

(1986)

cited above.

Silverman adamantly criticized the application of

data triangulation in gualitative research.

His concern is

that its adaptation is guided by and anchored on positivist
bias for validity,

which gives greater credit to hypothesis
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test results derived from multiple tests as opposed to those
from single tests

(Silverman,

1985,

pp.

105-106).

With these noted perspectives in mind,

the results of

the study may be strengthened by the proper application of
triangulation,

and other measures employed to ground the

results in the data

(Glaser and Strauss,

1967).

Pilot Study
^ pilot study was conducted with five people who have
held the position of dean but are no longer deans.

The

objectives of the pilot study were to get the input of these
participants on the appropriateness of the questions and
issues the study will raise.
after the interview,

To seek their evaluation,

on how the interview structure could be

modified in order to elicit the proper responses that will
meet the objectives of the research.

More importantly,

their opinions were sought on whether there were some
matters that may be vital to the study which I may have
overlooked or did not know about.
In another respect,
learning experience.

the pilot study served as a

It helped me to evaluate my personal

behavior and interaction during the interviews.

Reviewing

the tapes of the interviews enabled me to assess whether I
was clear in my questions,
intended,

whether they were understood as

if I was too slow,

too fast or appropriately paced

in my speech.
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Finally,

the analysis of the data from the pilot study

facilitated the restructuring of the study where the results
made such modification necessary.
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CHAPTER IV
THE RESULTS OF THE STUDY

Introduction
The results of the study will be presented in five
discrete segments following the scheme adopted for the
interviews.

The deans in the study will be designated

alphabetically:

A through I,

with the alphabets B,

D,

and I

representing the deans in the College of Arts and Sciences,
and the others for the professional schools.

The alphabets

C and E identify female deans for comparison with male
deans.

A short history of the university and the union will

preceed the presentation of the results.

This brief history

will give the reader an understanding of the context within
which to assess the findings of the study.
brief historical background,

Excluding the

the five seguential orders of

presenting the results are:
■

Background Information and Experience

■

Faculty Personnel Policies and Procedures

■

Budget and Resource Acquisition and Allocation

■

Planning and Curricular Program Development

■

Suggestions for Improvement and Rationale for Expressed
Perspectives
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History of the University
The deans interviewed work at an institution which will
be referred to as the State University.

The State

University was founded under the Morrill Land Grant Act of
1862.

It is the largest and oldest campus of the state
system in the state where it is located.
From a modest beginning the institution with enrollment

of 56 students and whose entire faculty,

staff and

administration was comprised of only four individuals made a
slow but steady growth up to the end of World War II.
World War II,

the State University,

institutions in the United States,

like most land grant
experienced a remarkably

rapid growth in its physical facilities,
quality of programs.

After

enrollment and

The most rapid growth took effect in

the decade of the 60s and in the early 70s,

in which

enrollment rose from "6,495 students in 1966 to 20,462 in
1970"

(Bryant,

1978,

p.

46).

The increase in the number of

faculty paralleled the growth in enrollment,

with a jump

from "300 faculty in 1960 to 1,134 faculty members in 1970"
(Bryant,

1978,

p.

46).

By 1987 the enrollment reached a

peak with 26,686 students which translates into a full time
equivalent
students,

(FTE)

of 23,676 undergraduate and graduate

the highest the State University has ever had.

In its history the institution which is now the State
University has had two major problems.

These are the

financial support from the state and the control the state
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exercises over the institution.

After the state government

had provided the initial capital for the college,

it

literally abandoned the institution when it reguested
additional funding.

The legislature expected the

institution to be self-sustaining,

and by implication more

or less gave up its power of appointment over the college's
Board of Trustees.

Over a period of years the college's

financial position improved and the institution became
progressive and enterprising.

With innovations and

developments in agricultural technology,

it became involved

in teaching the agricultural communities new methods for
improving agricultural productivity.

Then in 1918 the State

Legislature saw the college as a potential source of
revenue.
In reorganizing the state constitution in 1918,

the

state once again took over the college and this time placed
it under the supervision of a commissioner of education.
Through a series of procedural changes,

the institution lost

its ability to retain money from students' tuition,
of agricultural products.

and sale

The tuition was retained by the

state treasury and spent only through the appropriation
process.

The state's introduction of the line budget

limited the flexibility of the Board of Trustees to transfer
money from one account to the other to meet unusual demands.
Additionally,

the state supervisor of administration

instituted a system of control over administrative and
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faculty appointments,

salaries,

titles,

duties,

etc.,

This

was clear evidence of the beginnings of increased
legislative power over the institution.

This additional

control placed on the institution led the President of the
college at that time to resign.

But the control put in

place was to remain for many decades.
Efforts to regain full fiscal autonomy proved
unsuccessful until 1962.
regained autonomy.

In that year,

the institution

Section 14 of Chapter 648 of the Acts of

1962 states:
The trustees shall have complete authority with
respect to the election or appointment of the
professional staff including terms, conditions
and periods of employment, compensation,
promotion, classification, and
reclassification, transfer, demotion, and
dismissal within funds available by
appropriation of the [Legislature]....
The
trustees shall establish and make public a
policy on faculty tenure which provides for
removal for just cause, hearing upon dismissal,
and judicial review.
(Act of July 1, 1962,
Chapter 648; Amends Chapter 75 of the Acts of
General Laws.
Cited in Bryant, 1978,
pp. 45-46)
The granting of this right to the Board of Trustees of
the State University brought the institution's governing
structure to what may be considered as a fairly typical
governance system in American state institutions.
exercise of power by the board,
through its delegated authority,

The

by the administration,
and by the state through

consolidation of public institutions within its domain,
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had

a far reaching effect on the State University in the 1970s
and the 1980s.
The internal administration of the State University is
in the hands of the Chancellor and his subordinates.
However,

there is an office of the president which serves as

an intermediary between the Board of Trustees and the
Chancellor of the University.

The President's office

performs very important functions in the following areas:
development and approval of academic programs,
process and the tenure review process.

the budget

It is also involved

in long range planning.
The State University established a faculty senate in
1956.

The objective was to use this body to rectify the

inadequate faculty participation into the academic decision
making processes in the university.

Subsequent proposals

for faculty participation in decision making have been made
by the faculty senate through specific reports adopted by
the Board of Trustees.

In 1969,

one such report formulated

the principles for the formation and conduct of personnel
committees.

The document stated that the personnel

committee of each administrative unit in the university
should make recommendations on all personnel issues.

It

also required that reasons for any decisions at any level,
that were not in agreement with those of the personnel
committee should be communicated in written detail to the
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Department Head or chair in time to be discussed with the
personnel committee before final action was taken.
In 1973 the Board of Trustees of the State University
system adopted a policy on university governance which gave
the faculty

primary responsibility" in academic matters and

faculty status
1973,

Doc.

([The State University]

T73-098,

as amended,

p.

2).

Board of Trustees,
in the area of

faculty status this included faculty appointments,
reappointments,

promotions,

tenure and salary adjustments.

Primary responsibility as interpreted meant,

"the capacity

to initiate recommendation after appropriate consultation"
following specified procedures
of Trustees,

1973,

Doc.

([The State University]

T73-098,

were provisions for students'

as amended,

p.

2).

Board

There

input in both the academic

matters and faculty status areas.

The document stated that

the recommendations generated by any unit with primary
responsibility in a particular area "will be overruled only
by written reasons stated in detail."

This trustee

governance document was amended in 1975 with the above
stated issues remaining intact and the university has
operated under these guidelines since then except where
modified by the faculty union contract.
Further details and procedures relating to the issues
being discussed were published in the Academic Personnel
Policy document,

(Doc.

T76-081,
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as amended),,

adopted by the

Board of Trustees of the State University in 1976.

I will

refer to this document as the X book.

History of the Union
The organization which represents the faculty at the
State University was established in 1972.

In this

discussion and henceforth it will be referred to as the
faculty union.

In 1973,

the faculty union organized an

election in conjunction with another faculty association.
The American Association of University Professors

(AAUP)

Chapter which was already established at the campus.

The

faculty voting in that election rejected representation by
the union,

which they regarded as an outside entity.

The faculty union from its founding has been affiliated
with the State's Teachers Association and the National
Education Association.

After the 1973 election the faculty

union reorganized and integrated members of the AAUP
chapter,

who ran the election of 1973 with it as a coalition

into one organization,
union.

Between 1973

which I refer to as the faculty

and 1977,

a lot of changes occurred

which brought about the faculty's acceptance of the union
for collective bargaining in the 1977 successful election.
Some of these changes will be outlined next.
From 1974 to 1977 there was a devastating economic
depression that affected the state and the university
severely.

In trying to control and manage the limited
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financial

resources the state had during that time,

legislature resorted to restrictive actions.

the

It imposed

freezes on salary and merit pay increases for the faculty in
public state colleges and universities.

This action had a

devastating impact on the faculty at the State University.
The office of the President was moved from the State
University campus to another location.

The long distance

and the leadership style of the President mitigated against
meaningful

faculty consultation and participation in

decision making particularly in areas where the faculty were
supposed to have
p.

3).

"primary responsibility"

(X Book,

1976,

Other actions of the President caused disenchantment

among the faculty.

They felt that he was not advocating

strongly for their interests to the Governor and the
Legislature

([Faculty Union]

On campus,

Newsletter,

June 1976).

the relationship between the faculty and the

administration deteriorated,

and subsequently,

polarization of the two groups.

led to a

In a summary form the

problems were that the long range plan and the five-year
projection of the percentage of tenured faculty members,
their ranks and distribution within department which the
administration made,

were judged by the faculty as a prelude

to setting of tenure quotas.
The governance document which the State University
Board of Trustees published in 1973 was not implemented as
expected.

The recommendations of the faculty senate were
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ignored,

and the senate had no power to implement its

decisions.

Moreover,

the grievance procedure was in

shambles and faculty members did not feel they had adequate
avenue for recourse

(Carey,

1978,

p.

81).

The unilateral

action of the administration in decisions was evident in the
case of a faculty member who was denied tenure by the
administration.

The faculty senate grievance committee set

up to study the matter recommended in favor of tenure and
the recommendations were ignored and tenure was still
denied.
The merit pay policy agreed upon by the administration
and the faculty senate after the 1973 election was betrayed
by the discovery that the president had made his
recommendations regarding guidelines and procedures for
merit distributions to the Board of Trustees earlier without
informing the faculty and the administration.

Moreover,

the

Board of Trustees approved pay raises for the President and
changed the range of salary for university deans.

Eight

deans refused to accept these salary increases "until such
time as

it iss possible to increase the salaries of other

members of the faculty and staff"
Newsletter,

June,

([Faculty Union]

1976).

Some faculty felt that they were not treated fairly
relative to their peers in salary adjustment and merit pay
increases,

when compared with their peers in other schools
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and colleges,

even prior to the imposition of salary and

merit freezes.
In the midst of this turmoil the faculty turned to an
alternative body which had the legal authority to represent
their interests,

and hence they voted positively for

collective bargaining in 1977.

Background Information and Experience
There were nine deans who participated in the study out
of ten deans at the institution.
interviewed,

Of the nine deans

eight became deans after the establishment of

the union and one was dean before the introduction of
faculty collective bargaining.

However,

one of the eight

who became dean after the establishment of the union had
served as an associate dean prior to the advent of the union
on the campus.
Four of the deans or 44.5% have served as dean at the
university for a time period ranging from one year to five
years;

three deans or 33.3% have served for a period of six

to ten years and two or 22.2% have served for over ten years
(See Table 1 in Appendix C,

p.

3 50) .

The approximate number of full time and part time
faculty in each of the schools/colleges of the deans in this
study ranges from a low of 26 to a high of 350
Table 2

in Appendix C,

p.

350) .
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(See

The number of department chairs that report to each of
eight deans ranges from 4 to 16 with some deans having
directors report to them in addition to the chairpersons.
However,

one dean does not have chairpersons but rather has

three program directors.

Teaching Experience
All the deans

in this study have had a teaching

experience either at their present university or at another
institution before becoming dean.

Eight of them have taught

both undergraduate and graduate courses.
Six of the deans have stopped teaching while three
others have continued to teach at least one course during
the academic year.

One major reason given by most of those

who do not teach is lack of time.

They are either involved

in research and administration or other related activities.
The statements that follow are the reasons some of the deans
gave for not teaching any more:
I am too busy.

(Dean A)

I stopped teaching realizing that if I was
going to do administration, teaching and
research, something will have to give...so I
felt that I wanted to maintain...research
activity.
(Dean B)
The time reguired for this job doesn't permit
that.
(Dean F)
There is not enough time.
I do a lot of
travelling, spend a lot of time raising money,
doing things for the college.
There is no time
for teaching.
(Dean G)
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I

am on the road raising money.

(Dean H)

Research Experience
Seven deans have not changed their area of interest in
research after becoming dean.

Five do not do any serious

scholarly research any longer.

One dean indicated that his

"primary interest is educational administration at this
point"

(Dean F).

And another asserted,

in administration and fund raising"
answered,

"No,

(Dean H).

Another one

I am sure I haven't got time to do

significant research....
administration"

"I spend all my time

Most of my time is for

(Dean G).

Asked if faculty collective bargaining in any way
affected their area of interest in research,
ability and time to do research,

or their

all the deans answered that

the union had nothing to do with any of the three items.
One dean responded to the question with:
No, I don't think collective bargaining has any
impact on that at all.
If you ask the
question:
does being dean have an impact on
your ability to do research?
Of course it
does.
But I think collective bargaining per se
is not directly involved in that situation.
(Dean B)
One dean responded:
I might have been able to get back into doing
some research.
The field has moved so
much...it will be very hard for me to catch up.
(Dean A)
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Another who

is currently doing research stated:

I don't think it has a direct influence on my
ability to do research.
Since my position as
dean puts time constraints... particularly this
semester, it has been extraordinarily
demanding, but I do try and set aside time, you
know, at half a day a week and then during the
summer to do the work on my research.
No, I
don't think the union has affected that
directly.
(Dean C)
One other dean explained that his area of interest
hasn't shifted but his ability to do research has declined
to the point where he doesn't count himself as being up on
his field right now.

Asked whether the union had anything

to do with it or the type of job he did as a dean,

he

responded:
No, just the usual grief of being a dean.
I
wouldn't put that on the union.
It would be
the same no matter what.
(Dean D)
Other responses are:
I don't think so....
It has not been time
consuming at all.
(Dean E)
Oh no, that [meaning faculty collective
bargaining] has no influence on that.
(Dean F)
No, not me.
I don't really spend a lot of time
with collective bargaining.
(Dean G)

Administrative Experience
Each participant was asked whether he or she had any
administrative experience prior to becoming a dean at the
present university and the type of administrative
experience.
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Four of the participants had served either as heads of
departments or chairs of departments before assuming the
position as dean.

Three had served as associate deans,

had been a financial vice president,

one

and the other one

served as a dean in another institution.
As the results

indicate,

the majority of the deans had

some sort of administrative experience before assuming their
present posts as deans.

But to what degree all their

experiences are relevant to their present positions is an
issue for discussion.
One of the questions the deans responded to was:

Were

you involved in any governance bodies or committees in the
department,

college,

or the institution as a whole?

Five of the participants indicated that they had been
involved in departments,
college,

seven indicated involvement in

and eight responded that they were involved in the

institution as a whole.

Four participants were involved in

all the three categories as reflected in the above
statements,
two units

while two were limited to one unit and three to

(See Table 3

in Appendix C,

With regard to the participants'
institution wide governance,

senate,

351).

involvement in the

one of the deans said he served

as a trustee of a university,
of a university senate,

p.

one had served as a secretary

three had served in the faculty

and three others were also involved in institution¬

wide governance bodies.

130

Regarding having any labor union experience,

two deans

indicated that they had been members of a faculty union.
Seven others responded that they had not been members or
officers of any labor union.

Faculty Personnel Policies and Procedures
This section reports on the role of the dean in
personnel processes and decisions and the participants'
perception of the impact of faculty collective bargaining on
these roles and responsibilities.

It also presents other

factors besides faculty collective bargaining which
influence the roles.

Finally,

the section addresses the

relationships of the dean with other administrators and
faculty in the university and the influence of the union on
these relationships.

1.
What part do you play in the processes and decisions.
and in what wav does faculty collective bargaining affect
your role and responsibilities in these processes and
decisions in the following areas:
Hiring of Faculty
The initial action of the deans in the hiring of
faculty takes two forms.

One group of deans indicated that

they usually discuss the skills they need and the fields
they wish to emphasize in selecting faculty with department
chairs,

associate deans,

and personnel committees.

The

other set of deans reguires the department or program to
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justify their need for the position they want to fill.
either case,

In

it is the dean who authorizes the search for

hiring.
The financial hardship under which the institution
functions now has introduced another element in the hiring
process...

"the critical needs request"

(Dean F).

To

explain how this affects the part a dean plays in hiring,
one dean said that the department heads "come to me to ask
permission to fill the position.

I,

in turn,

ask the

provost for permission to fill that position through a
critical needs request"

(Dean F).

The university is

currently under a hiring freeze and only positions that meet
the critical needs criteria can be filled.
All the deans interview the potential hirees for their
college/school at one point or another before making a
decision or recommendation to the provost.
dean said,

However,

one

"they will have me interview whoever came in as a

matter of courtesy,

but I will have nothing to do with the

selection of who they brought in"

(Dean A).

The rationale

for this is that "the faculty knows more about what they
want and how good somebody fits much better than the dean.
So my role is to support the faculty in their process of
getting the very best candidate"

(Dean A).

The role of this

dean fairly contrasts with the role of some other deans,
not in the depth of their participation in the hiring
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if

process,

at least in the emphasis some deans put on their

role.
One dean summarized his role as "not one of hands-on
involvement,

but one of reviewing process and of making

decision at the end of the process as to whether the process
worked well or not"

(Dean A).

This expression represents

how some of the deans view their role in hiring.

Three of

the deans also stated that they have the right to veto any
departmental recommendations for hiring.

However,

all three

said they have never vetoed any hiring recommendations sent
to them.
Another dean presents this perspective on how the
hiring is done and some of his involvement in it.
They usually interview for each position three
or four people, and I see them myself.
So when
it gets to the stage of three or four, the
department makes sure that I have an
opportunity to talk to these individuals.
And
then at some point the department will send the
recommendation to me about which one of these
people they would like to hire, and I would
look it over and I would approve it or not
approve it.
But I mean I have never not
approved it, I would approve it.
Then it would
go up to the provost and his signature would be
required for it to be sort of official.
(Dean D)
With respect to the interviewing of prospective
candidates,

most deans talk to them to give the candidates a

broad perspective of the college/school and the institution
and to answer some questions the candidates may have.
Others do this to get a better assessment of the candidates
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for the position.

The deans can approve or not approve a

hiring recommendation and they also forward their
recommendations to the provost;
understanding,
deans,

but,

there is an

even though not verbally expressed by all the

that the departments have the duty and carry the

burden of finding the candidates for hire and that the stamp
of approval by the dean or provost is a mere formality
except at this time of financial exigency.
One dean articulated these views in these words:
But basically the search committee identifies
the candidate [of] choice and then they attempt
to recruit the candidate to come here.
And
then there is, you know, technically of course,
the decision, the final signature that goes on
a piece of paper that is finally signed by the
provost or chancellor.
But really the full
requirements and responsibility for faculty
hiring rests with the department.
(Dean B)
Regarding who makes the final decisions on hiring,

one

dean delineated the appointing authority for two types of
decisions.

One for hiring someone with tenure and another

for hiring an assistant professor or a junior person.
the decision for hiring someone with tenure he said:

In
"If

you are hiring somebody with tenure it has to go all the way
to the Board of Trustees to be approved"

(Dean D).

Concerning the other types of appointments he said:
The university has something called appointing
authorities and the provost is pretty much the
appointing authority on these matters.
So I
make recommendations on full time faculty that
come to me from the department and the provost
is the one who finally gives his blessing.
(Dean D)
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The action of deans in part time and temporary faculty
hiring has some similarities to their action in full time
hiring.

However,

there are also some differences.

Most

deans explained that the procedure was much less elaborate
for hiring part time or temporary faculty than for full time
though Affirmative Action concerns were observed.

On this

issue one dean stated:
Part time faculty is much less elaborate.
There again, I mean, I have to authorize the
money....
Although, it also goes through the
Affirmative Action office, to assure ourselves
that we are not hiring the same person again,
and again, and again.
We get waivers of
various things for temporary people.
But we
don't have...a formal search with the committee
and all that for a part time faculty or a
temporary faculty.
(Dean D)
Another dean explained that they follow different
processes for part time and full time faculty and reported
that his college follows the procedures set down in the X
book.

He said,

(Dean G).

"I make the recommendation to the provost"

Continuing,

he pointed out that the provost and

the chancellor have the ultimate authority to make
appointments and stated:
In the case of tenured appointment the Board of
Trustees.
But in practice most of these
decisions are delegated to dean....
We try to
streamline the process for part time faculty.
(Dean G)
There is a time element in hiring also.

One dean who

emphasized consulting with the faculty personnel committee
before making hiring decisions had this to say:
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Well, nobody can get hired or fired without me.
That's right.
So I play a fairly major role in
that.
These are decisions that I really shared
with faculty....
Now I may in a pinch hire someone toward the
end of the summer to cover...if I have lost a
faculty or I need someone guickly.
But I would not hire any one for more than a
year if I didn't have personnel committee
action.
(Dean C)
On the question of who makes the final decision on
hiring,

this dean replied,

"I do"

(Dean C).

I asked whether

consultation in hiring applied to both full time and
temporary hiring,

and the response was:

Yes.
The only time that it might be difficult
to consult is if it is late in the summer,
every one is away [and] I need to hire a
person.
I will go ahead and hire that person
on one year or one semester.
(Dean C)
On the question of collective bargaining impact on
hiring there was almost a unanimous agreement by the deans
that faculty collective bargaining does not affect their
roles and responsibilities in the processes and decisions in
hiring.
In answering this particular aspect of the question,
one dean simply responded:

"No"

(Dean A).

Another dean

answered:
The union plays a negligible role in affecting
my responsibilities in hiring faculty.
Hiring
faculty has traditionally been carried out by
departments and continues to be carried out by
departments....
I would say that collective
bargaining has played a very negligible role in
performing my duties in hiring.
(Dean B)
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One dean answered that collective bargaining has no
effect in hiring but modified this by citing two potential
hirees who refused to come to the university because of the
union.

The answer of this dean was:

No, no, I don't think the union has any role to
play in hiring.
But what I will say is that
last year two of the people I interviewed for
both positions would not come here because
there was a union.
They just thought it was
antithetical to academic and professional
education.
(Dean C)
Some other responses by the deans were:
I don't know how collective bargaining would
have much of an impact there.
(Dean E)
I make a recommendation to the provost as to
what I feel is the best candidate for a faculty
position in the college.
I don't feel that
faculty union bargaining has impacted that
process, the appointing process.
(Dean F)
As far as hiring of faculty goes, I make the
decision on who is hired.
I try to interview
as many as I can.
I look at all the paper and
I sign off and then the people are hired.
Collective bargaining really doesn't have a
role in it.
(Dean G)
The entire hiring of full time faculty I am the
appointing authority, so I am one who makes the
final approval.
But most of that is delegated
to the departments.
And the union doesn't play
any role around here.
(Dean H)
One dean who considered the union's impact on hiring
thoughtfully and in-depth felt that it probably would be
indirect and in a general way through Affirmative Action and
the union's interest in issues of proper procedures.
commented:
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He

Hiring of faculty, I don't have the sense that
the faculty union has much of a role to play in
the business of hiring faculty.
But at least I
haven't felt in any way impinged upon or bound
by any policies in the union contract with
regard to hiring of faculty.
What seems to be
going on, in my judgement, [is] pretty much the
way it went on before there was a union.
The union doesn't seem to be much involved
except to the extent that the union is
interested in Affirmative Action; interested in
proper procedures and so on.
But though that's
sort of a general level.
I never feel the
union involved in a particular search for a
faculty member.
(Dean D)

Summary
The deans authorize searches for filling faculty
positions in their respective colleges/schools in normal
times.

During the period of financial exigency,

hirings are frozen,

because all

permission to fill a position has to be

obtained from the provost by means of a critical needs
request.
At recruitment time the deans interview prospects for
the position and finally approve or disapprove the
departmental recommendations sent to them.

Though the deans

have a sort of veto power on recommendations for hire,
rarely use them.

they

Those who spoke on this said they have

never vetoed recommendation for hire submitted to them.
The consultation,

mutual interaction and a sense of

trust that pervade the hiring process,

and the recognition

by the deans that the faculty are in a good position to
assess their peers prevent the deans from vetoing faculty
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recommendations.

Moreover,

the primary responsibility the

faculty have in faculty status and academic matters seems to
buttress their action against arbitrary exercise of
authority by the deans.

No dean expressed resentment on how

the hiring is done or claimed that the faculty have usurped
the rights or role of deans in hiring.

If there was any

difference in perception of role of deans versus those of
the faculty the deans did not express it.

It would be mere

conjuncture or presumption on my part to intersect such
opinions.

Retention:
Contract renewal of temporary and permanent
faculty both full-time and part-time.
The deans'

actions in faculty retention vary in degree

depending on the type of reappointment they are considering.
For faculty on tenure-track appointment the main part the
deans play in reappointment is to review the recommendations
of the chairperson,
department,

the personnel committees of the

and the college and then make their own

recommendations for or against reappointment and forward
these to the provost.
varies,

The length of reappointments also

and before the individual who was originally

appointed on tenure-track reaches the tenure decision year,
the individual is generally advised during the reappointment
evaluation whether he or she is on track in meeting
stipulated requirements.

If there are areas in which the
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individual has certain weaknesses,

that person is informed

of what actions to take to meet the requirements for tenure.
Basically,

the deans make an effort to communicate

adequately the requirements and expectations to the
candidates for review in order to avoid surprising the
faculty members when the evaluation for tenure comes up.
One dean indicated that tenure track appointments are
made on the expectation that the individuals once appointed
will go on to be considered for tenure if they meet the
standards of the institution.

"So it is very unlikely that

someone will be let go before they get there.

They are

gonna reach the tenure decision and sometimes they leave"
(Dean A).

He explained that those who leave do so because

they realize that they were not going to get tenured and it
is preferable that the denial of tenure is not reflected in
their resume.
fact,

Concluding he asserted:

"It's unusual,

in

I can't remember any time we let somebody go prior to

their tenure decision.
not gonna make it"

We always counsel them if they are

(Dean A).
i

In connection with part-time reappointment some deans
conveyed the view that there is a sense of tentativeness as
to whether an individual will be reappointed or not.

This

tentativeness stems from the uncertainty of the future needs
of the college and the reappointment being contingent on the
individual meeting the performance standards required for
reappointment.

Many deans reported that they also review
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the personnel committee's recommendations and then include
their own either approving or rejecting the personnel
committee's recommendation.

Some reported changing the

length of the reappointment by either increasing or
decreasing its duration based on what they considered
adequate.
Most temporary appointments are set on a closed-end
basis.

The individual

is appointed for a specified period

and when the time is expired the contract is terminated.
one dean put it,

As

"We don't take chances with people

saying...I thought I was gonna get another contract or
something like that.
the same time.

We appoint them and terminate them at

So that avoids that process"

(Dean A).

Regarding the reappointment of people on temporary
basis,

another dean's comment was that usually it is limited

to one year.

If there was a waiver for search from the

Affirmative Action office during the initial one-year
appointment,

and later there is need for reappointment,

person may not just be reappointed;

the

the position will be

subject to search if it is to exceed one year.

The

Affirmative Action office generally does not waive
requirements for search for more than one year appointments,
according to this dean.
In summary,
and this

the deans make decisions on reappointment

is done in the form of recommendation to the
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provost after they have reviewed the department chair's and
personnel committee's recommendations.
The faculty union has a noticeable impact on the
processes and decisions on retention.
commented on the impact,

Not all the deans

but those who did emphasized the

meticulous care which they exercise in following the review
procedures for reappointment.

The procedures were already

there in the governance document on the academic personnel
policy of the university called the X book.
said:

As one dean

"The procedure has been with us since as long as I

can remember"

(Dean B).

affected the procedure,

To explain how the union has
the dean commented:

I think if...you want to ask the question of
this kind:
has the union any impact on that?
I will say, yes it has in the following sense:
that adherence to the detailed letter of the
[X] book is probably more scrupulous now than
it was before the union...that could possibly
be considered a solitary development as a
result of unionization.
That attention to
governance document the [X] book is extremely
precise now, whereas in the past, it may not
have been quite precise as it is now.
I will
consider that, in fact, may be, probably, is a
good thing.
(Dean B)
Another

dean reflecting on his action on faculty

retention and the influence of the union on this contended
that the union exerts its influence on his action through
the participation of faculty in the personnel committees.
Conveying his views on this he stated:

"I am responsible

for making the decision which is a recommendation to the
provost....

The work of the union is through the personnel
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committee system.

All of these things are done by the

participation of the personnel committees"
As many deans indicated,

(Dean I).

they exercise extra care in

following the guidelines for reappointment.

The rationale

for this extreme caution is to avoid errors that could lead
to grievance action.

The simple error of not giving a

faculty member notice on time about his or her renewal or
non-renewal could precipitate action of considerable
difficulty,

such as having to extend the person's contract

by one year.
To avoid this problem one dean used the case of part
time faculty appointment and renewal for illustration of how
he handles the issue in his school.

He said:

We appoint them and terminate them at the same
time; ...we let them have the expectation that
they will be rehired, but only we don't leave
it open-ended.
We don't make any mistakes in
that direction so that they can't say you
didn't notify me in time, therefore, you owe me
another year....
We cover ourselves very
carefully.
(Dean A)
It would seem that the presence of the union has
accentuated the need for vigilance and thoughtfulness in
matters which,

in the absence of the union,

the deans and

other administrators might not have given much
consideration.

Undoubtedly the guidelines were already in

the university's personnel policy book before the union
came,

but the union contract now has certain dates,

originally contained in the X book, within which action must
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be taken on some reappointment decisions and those decisions
communicated to the faculty before a specified date.

Those

conditions mandated in the contract have given greater
impetus to a more careful handling of faculty reappointments
and the reevaluation of matters in procedure ordinarily
considered routine,

such as the time for starting evaluation

and notification of decisions on reappointment.

Promotion
The promotion process is well detailed in a document on
the Academic Personnel Policy of the university;

and most of

the elements of this document have been included in the
union contract.

As a result of this situation all the deans

interviewed indicated that they follow the procedures
outlined in this university document,
meticulously.

the X book,

very

The deans stated that the promotion files

forwarded to them contain the recommendations from the
department personnel committee,

the department chairperson

and the school or college personnel committee.
At the dean's level,

the respondents reported that the

major action for the dean is to review the other three
recommendations and make his or her own recommendations to
the provost.

Those who gave full account of the process

admitted that they usually consult with the department and
personnel committees before making any recommendation that

144

would negate or reverse the recommendation from any of these
groups to the dean.
One dean explained that the promotion of a faculty
member from instructor to assistant professor is almost
automatic once the department chair forwards the documents
confirming the award of the doctorate degree.

The promotion

from assistant professor to associate professor is a more
elaborate process and "takes place in the context of getting
tenure"

(Dean D).

Another dean also confirmed this view in

saying that the "promotion to associate professor,
generally,

but not always,

decision time"

(Dean B).

takes place at the tenure
In addition to making

recommendation to the provost,

the deans also participate in

other very important ways in the promotion process.

One

participant reported that sometimes if an outstanding person
in a department is being considered for promotion to
associate professor before the tenure decision he lets them
push the promotion to full professor.
If a person is seeking an early promotion or early
tenure one dean explained how she checks out the prospect
for success for the faculty member.

This dean said:

In the case of early promotions or early
tenure, what I do is informally discuss it with
the people who make the decisions, which is the
Provost, and see if I can get a reading on how
kindly disposed he might be towards this, so
that if there is any feedback we can get that
will help us make the papers successful and we
can get the promotion, that's what we do.
(Dean E)
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Besides the early promotion and early tenure discussed,
when a faculty member expresses the desire to seek
promotion,

this dean meets with the person to discuss that

person's papers and tell the individual his or her chances.
Another dean follows a similar procedure.
In a case where a person's chances for promotion are
not good,

one dean says that he counsels against the

reguest.

In his words,

against going forward"

"I counseled the faculty member
(Dean H).

The counseling approach

enlightens the faculty member concerned and creates a mutual
understanding between the dean and the individual; and it
also prevents ill-feelings and damage to self-image which
could occur when one is denied promotion.

These discussions

help the potential candidates for promotion to assess their
deans'

disposition towards their interest in promotion.

In the opinion of one dean:
In general, if people feel that I am going to
oppose their nomination they will not go
forward.
It is better to resolve these things
informally because then it doesn't become a
part of the permanent record and blemish
someone's career.
(Dean H)
On the discussion of the impact of the union on the
processes and decisions in which the dean is involved in
promotion the statement by one dean summarizes the opinion
of many of his peers.

He states:

It is a classic governance procedure which
we've always had.
Again, the one difference
perhaps is that the adherence to the niceties
of the personnel document is probably more
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scrutinous than before the union came into
business on this campus.
(Dean B)
One dean regards the union impact in promotion as
something that happens after the fact.

Another dean

reflecting this view but offering deeper insight states:
In my experience the union does not get
involved in any of these things, unless there
is a negative decision.
If it is a positive
decision the union has no reason to get
involved.
They just watch it happen.
But if
it is a negative decision, if somebody is
denied tenure, or denied promotion, denied
anything, whatever it is, the union will get
involved if the individual bargaining unit
member goes to the union and says something was
wrong.
Then you will see the union getting
involved....
But the process is there to deal with these
personnel matters if the union is appealed to
by the member on the grounds that some
procedure was improperly handled by somebody.
(Dean D)
Reflecting on the impact of the union in promotion
another dean took a different perspective.

This dean sees

the participation of the personnel committees as a direct
result of the union contract.

Regarding the part union

plays on his action in promotion he said:
Well they play a part in the sense that the
agreement is the personnel committees' which
are union driven...they are the ones that are
participating.
They are one of the people
participating in the process.
(Dean F)
Using the term union and personnel committee
synonymously on the grounds that his only interaction "with
the union person is through the personnel committee," the
respondent explained that he does
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"not look at the personnel

committees as the union,"

but "as faculty members performing

a certain function that has been agreed upon by the union.
And in that context,
fulfill that role"

I

look to the personnel committees to

(Dean F).

On the question of who actually has the authority to
make decisions

in promotion one dean despite admitting that

he recommends his action to the provost said,

"I don't know.

I am under the illusion that it primarily rests with me"
(Dean H).

This view contrasts with the view expressed by

another dean who said that the chancellor "is the authority,
the final authority on promotions"

(Dean D).

This last view

is in agreement with the stipulations in the Academic
Personnel Policy of the university,

though this authority

could be re-delegated—subject to approval of the Board of
Trustees.
In summary,

the dean's primary role in promotion is

making recommendations after reviewing three other
recommendations sent to him/her and forwarding the file to
the provost.

The dean can influence the timing of the

request for consideration for promotion and in many ways can
dissuade a prospective candidate for promotion from
initiating the request,

if in the judgement of the dean the

individual does not have the adequate requirements for
promotion.

Some deans can also accelerate the promotion

process.
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The

impact of the union in promotion is felt mainly in

the extra care deans devote to observing the contract
provisions on the procedures to be followed in promotion
reviews.

The violation of the procedural guidelines could

invalidate the decisions if subjected to legal review or
grievance procedural judgements under arbitration.

The

formation of the personnel committees and the legal
protection given their function in the contract imposes a
tremendous restriction on the ability of the deans to impose
decisions or take any arbitrary action in promotion.
Finding a valid and reasonable justification for a negative
decision that reverses the personnel committee's
recommendations is not simple.

Those who argue that the

procedure for decision making in promotion had been in the X
book all along,

must realize that the violation of those

terms in the personnel document has a differential impact on
the dean now that their provisions have been incorporated
into the collective bargaining contract.

Tenure
The functions of the deans in tenure processes and
decisions are similar to those in promotion.

The tenure

file reaches the dean after the department personnel
committee,

the department chairperson,

and the school or

college committee had reviewed the file and made their
recommendations.

After reviewing the documents and the
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other three recommendations in the file the dean makes his
or her recommendation and forwards

it to the provost.

Some deans explained that they spend time with
individuals whose tenure review would be coming up in the
near future reviewing their accomplishments and advising
them on what they need to do to meet the tenure
requirements.

One dean specifically stated that he tends to

help the untenured faculty with resources if available to
enable them undertake the necessary research projects that
will enhance their chances for tenure.

The rationale for

this being that the tenured professors can cater for
themselves much better than the young untenured faculty.
Other deans consult with their tenure-track faculty
members starting at a very early period in their employment
to build them up and to ensure that they do not have any
surprises when they reach their tenure decision year.
The participants in the study reported that the union
impacts on the processes and decisions of the deans on
tenure in the following ways.

The procedures stipulated for

tenure reviews and decisions are followed very carefully.
One dean put it in this way:
In the case of tenure there is no question that
our adherence to the [X] book is truly
microscopic.
I mean in any denial of tenure,
the overwhelming likelihood is there will be
grievance filed; that the union will be pushing
to try to reverse the tenure denial.
And so
the tenure file is assembled in...a really,
really, really, careful fashion.
Ah, much more
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carefully than it was before the union.
(Dean B)
Another dean sees the union as a potential adversary
ready to find fault and cause problems.
respondent,

According to this

"the union has made some difference because...I

feel as a dean that I have to be very careful with my
procedures,

because I know that the union is out there a-a-h

potentially as an adversary to me"

(Dean D).

Another dean also emphasized the union impact on the
process as that of
monitoring to see that we are following the
union contract every step of the process....
We are so very, very careful to follow that
that it means that we don't have trouble with
the union, because we have done exactly as the
contract says.
So that's to everyone's
benefit.
(Dean E)
While some of the deans admit that it is necessary for
administrators to follow procedure in order not to get in
trouble some believe the union creates troubles.
the deans said,

As one of

"the existence of the union out there ready

to leap on virtually anything is occasionally a problem"
(Dean D).

As this dean explained,

of procedures that bothered him.
me is," he said,
all"

(Dean D),

it was not the following
"What occasionally bothers

"...a kind of nit-picking guality of it

citing something like adding a table of

contents to the tenure file as a possible cause for
grievance complaint.
Also,

the dean explained that the union tends to see

virtue in whatever the grievance is,
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making the burden of

proof that

it didn't do something wrong,to be on the

administration.
time to time"

"And so that creates some difficulties from

(Dean D).

This concern is understandably a problem to the deans
because as one of them indicated,

a grievance against the

dean could result because of the mistake by the department
chair,

department personnel or college personnel committee

and not necessarily a mistake by the dean per se.

These are

the reasons that procedures are followed meticulously and
scrutinized scrupulously.
Another problem which the union involvement in tenure
issues has created is the filing of grievances.

As one dean

observed:
And now in addition, there is a grievance
process which seems to be filed in the vast
majority of tenure denials...that is something
that didn't happen before typically.
And now
it does.
That makes the process of tenure
denial much more time consuming process than it
used to be.
(Dean B)
The union and the faculty senate handle grievances in
different ways.

This may account for any changes

number of grievances filed for tenure denials.

in the

With the

faculty senate committee that dealt with grievances in the
past,

there was no stake for that committee to take on every

possible grievance.
guy,

The members "can just say hey,

he doesn't have much of a case"

union,

it is a different matter.

pay heavy dues.

(Dean D).

But with the

Bargaining unit members

And "what do you get for your dues"
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this

(Dean D)?
advocate"

The dean asked and answered,
(Dean D).

"You get an

The way for the union to justify its

existence to the bargaining unit members is by being on
these cases all the time.
While admitting that it is good to get somebody who is
on your case all the time,

the downside is that "the union

may be taking on cases that don't have much going"
Understandably,

(Dean D).

this sort of thing is bound to happen and

may actually account for some grievances in the tenure
denial cases.
The other impact which the union has on the tenure
decision process relates to the increased time to settle
tenure grievances in any negative decisions.

Sometimes this

involves outside arbitrators whose judgements are binding on
both parties to any grievances that go to them for
settlement.

The processing of tenure grievances through an

outside third party arbitration is also very expensive
because the attorneys representing both the faculty members
and the university charge substantial fees for handling the
cases.
A dean that gets involved in a series of grievance
processes

is not going to be looked at very favorably.

This

could tarnish an individual's image and reputation in the
university and call

into question the person's capabilities

as an effective administrator.
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The addition of outside arbitrator is also a phenomenon
that came with the establishment of the union.

According to

one dean before the union came there wasn't any legal staff
for the faculty.

The senate grievance committee handled

grievances although a faculty member could still sue in a
court of law.

However,

there were no procedures for arbitration offcampus.
If a faculty member grieved under the
old process, it was pretty much a university
matter.
It got handled whatever the steps
were....
But there was no mechanism for
arbitration.
(Dean D)
Another feature of the tenure grievance process
following the establishment of the union is the complexity
of the process which resulted from involvement of attorneys.
One dean's view on this illustrates the concern and the
problem.
So it is not like before there was a union
there were no grievance procedures.
There were
grievance procedures.
But they were not as
complicated, and they didn't call for the same
sort of legal assistance as is now involved.
(Dean D)
One particular disturbing issue which one dean
attributed to the union is requiring deans to make written
explanation of their reasons for disagreement with
recommendations that preceded their own.

This situation

seems to put the deans in a position where they are not
allowed to exercise free will in their decisions because of
the ever constant fear of having to justify their actions.
He explained how this affects his function in tenure
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processes and decisions.
file reaches him,

When the tenure recommendation

he says,

Then it is my responsibility to make a
recommendation and if I disagree with any of
the people who came before me in the process I
am required to say precisely why I disagree
with them.
That is an effect of the union
contract.
On this campus the dean is in effect in a
position of having to show cause for
disagreement, as opposed to making your own
thorough independent judgement and responding
to what's already happened.
(Dean I)
However,

showing cause for disagreement in precise

terms preceded the union and was not introduced by the
union.

The X book which was published before the union was

established contained this provision.

The requirement that

each dean has to justify his or her disagreement with the
preceding recommendations has become a part of the union
contract.

Therefore,

the violation of such a requirement is

a legitimate course for filing a grievance complaint,

backed

by the full force of law which gave the union legal rights
in the contract.

This condition of giving reasons for

action taken can cause problems if deans are not prepared to
challenge actions they are strongly opposed to merely for
fear of grievance being brought against them.

Where this

happens the result could be a degeneracy in the quality of
the faculty and may lead eventually to mediocrity,

a

condition feared by most opponents of unionism in higher
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education.

However,

no dean expressed that this is

occurring on this campus.
One dean sees the dean's responsibility as that of
taking strong action in what he or she believes.

It is the

dean who can be objective because in personnel committees
faculty are sitting in judgement of their peers who will
also sit in their judgement.

The recommendations of the

faculty may not always be the best,

and where this happens

the dean should have "to take a tough stand"

(Dean C)

on the

issue.
It is this matter of the personnel committee not always
being thorough in its assessment of people for tenure that
brings the adversarial relationship.
observed,

As one dean,

(C),

the middle of the road faculty are the ones that

cause problems because a dean will fight to the last of his
or her breath against any recommendation of an unqualified
faculty for tenure,

and would not have any difficulty in

endorsing recommendation of a well gualified faculty.

But

the faculty who are merely average are hard to deal with and
those,

according to this dean,

defend when turned down,
mediocrity"

are the ones that the unions

"and that's where the union breeds

(Dean C).

Two deans believe that the union does not get involved
in tenure,

and does not have any impact on it.

They think

that because the standards for tenure reviews have been in
place before collective bargaining was established,
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the

union is outside tenure issues.

This perception is

explicitly portrayed by a statement from one dean who
commented on the matter as follows:

"There is a university

standard for promotion and tenure that exists and it doesn't
involve the union at all....
process"

The union sits outside of this

(Dean A).

This statement taken literally has a lot of
implications for the union.

One of the greatest interests

of union members is job security.

Tenure is the surest way

to guarantee that for faculty members who belong to the
union.

If the union is a detached observer as the quoted

statement implies,

then one wonders what greater and more

important reasons the union has for its existence.
This statement denies the union contract includes that
the procedures for reviewing faculty members for tenure.
The creation of the personnel committees was not the product
of collective bargaining.

Nonetheless their inclusion in

the contract has made their functions part of the contract
agreement.
rights

This has given the personnel committees legal

in tenure issues.

The violations of some of which

are subject to grievance complaints.

These complaints may

leada to binding arbitration with results that could not
have been acceptable to the administration in pre-union
days.

The personnel committees are now more accountable

than before the union and their actionss can result in
grievances being filed against the deans.
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In essence,

the union,

through the personnel committees

and the procedures laid down in the contract,
tremendous influence in tenure issues.

exerts

It forces the deans

to comply with the contract stipulated procedures for
evaluating faculty members for tenure,
to comply,

to be grieved against.

and where they fail

To ignore or fail to

recognize this is to overlook an important area where the
union has a major interest.

This could also have

implications for the way some deans perceive the impact of
the union on their roles and responsibilities in tenure and
other personnel issues in which the personnel committees are
involved and the union guidelines are required.
Additionally,

it can be argued that the existence of

the union has caused some subtle changes in the way tenure
procedures are handled,

even if the union is not directly

involved in the setting of the criteria for tenure
decisions.

For example,

faculty members are kept informed

of actions taken at every step of the tenure review process.
Consequently,

the cloak of secrecy that exists in some other

institutions in the tenure process and decision making is
absent here.

But the existence of the union has had some

welcome and salutary effect on how some deans handle tenure
recommendations.
true,

One dean's statements quoted below,

if

illustrate how remarkable and open-minded some deans

are in dealing with people and handling tenure
recommendations.

While it may be argued that the union has
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no influence on this type of behavior,

it is equally

debatable whether such actions could be tolerated in a place
where tenure processes and criteria for making decisions are
not disclosed but are discussed behind closed doors and
there is no union to demand the right of the faculty to know
what goes on.

This dean stated:

What I do frankly is before my statement is
finalized, I show the candidate a copy of that
draft, and let them tell me if there is
something in there that is inaccurate or
whatever, so that the final draft is something
that is not a surprise to the candidate.
And
that they have actually had an opportunity to
be informed what it's gonna say, and to correct
anything that may be incorrect... so, that
person has input before it is ever finalized.
(Dean E)
It seems that keeping the faculty member being
considered for tenure and others involved in the process
informed at every stage,
cooperation,

encourages understanding and

and reduces the potential for grievances.

Summary
In the tenure process,

the deans make recommendations

to the provost after reviewing the recommendations of the
personnel committees and the department chairpersons.
the recommendations of the deans are negative,

the deans

usually consult with the personnel committees and the
department chairpersons so that these groups have the
opportunity to react to the negative recommendation.
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Where

Faculty collective bargaining did not introduce any
changes

in the criteria for making tenure decisions.

One

criteria for award of tenure is that there must be:
Convincing evidence of excellence in at least
two, and strength in the third, of the areas of
teaching; of research, creative or professional
activity; and of service, such as to
demonstrate the possession of qualities
appropriate to a member of the faculty
occupying a permanent position.
([The State
University] Board of Trustee, 1976, p. 8.
[Referred to as the X book].)
The union's involvement in tenure decisions comes after the
fact.

The union gets involved when a faculty member

complains to the union that certain procedures or actions
taken in arriving at a tenure decision were improper and
therefore violated the standard guidelines.
guideline

is that,

One procedural

"the basic file will be studied at all

levels where responsibility for recommendation,
decision has been established"
of Trustees,
However,

1976,

p.

([The State University]

Board

14).

the union introduced outside arbitration in

the resolution of tenure and other grievances.
arbitrators'

review or

The

decisions are binding and in a way limit the

ability of a dean to influence his or her superiors in the
central administration in a way that could negatively impact
the faculty member.
In addition to the introduction of the outside
arbitration into the tenure and other grievance resolutions,
unionization has also introduced complexity in settling
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tenure grievances.

This is because of the involvement of

attorneys and the need for documentation of every detail
involved in the tenure procedures and decisions.
The procedures for tenure review are more carefully
followed now than before the union came,

and this additional

scrutiny given to the procedures is to some degree due to
the perception that the union is a watch dog and a potential
adversary.

This perception can have a devisive impact by

contributing to the polarization of the deans and the
faculty.

However,

no dean indicated that it has done this.

Four deans viewed following the tenure review procedures
carefully as a positive step that is beneficial to the
faculty.
The nit-picking qualities of the union in tenure issues
contribute to increased time spent on procedural issues both
during the review for tenure decisions and also for handling
tenure grievances after the decision.

Salary:

Initial and Adjustment

The making of a decision on an initial salary varies
from one dean to another.

There are two deans who reported

that they make the initial salary decision independently.
However,

one of these two modified the statement by

indicating that only in exceptional reguest does he go to
the provost.

Two deans consult with the department chair

before making the initial salary decision.
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One dean

consults with the personnel committees,

another one decides

after consulting with the department and also talks to the
provost frequently but not in all cases before making an
offer.

One dean makes the decision in consultation with

others especially the associate deans and chairs,

and two

other deans consult with the chairpersons and occasionally
with the provost and the personnel committee.
In making their decisions on initial salary the deans
consider the faculty member's academic preparation and
market conditions in relation to other schools,
individual's previous position and salary,
others in the department.

the

and the salary of

Many deans consult the national

salary surveys for different disciplines.

Equity

considerations are also taken into account in deciding the
initial salary that they offer new faculty members.
For subsequent salary adjustments, much of what happens
is determined by the decisions arrived at during the
collective bargaining sessions and are outlined in the
contract agreement.

Each dean spoke of the procedure set in

the contract for making salary adjustment.

In general there

are two major pieces of the contract dealing with the salary
issue.

One is for the cost-of-living adjustment

(COLA)

and

the other is merit pay.
The cost-of-living adjustment portion has generally
been bigger than the merit pay portion,
across the board for all the faculty.
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and is distributed
The deans reported

that this portion is outside their control and they have no
hand

in

its allocation.

It is pretty set by the contract.

The amount for promotion from one rank to the other is
also specified in the contract for all the professional
ranks.

The portion of the money for cost of living

adjustment which a part-time faculty member receives is also
stipulated in the contract.
Apart from the above adjustments,

some deans commented

on the way they handle salary adjustment when a faculty
member receives an outside offer.
commented,

On this issue one dean

"In the case of outside offer I make a salary

adjustment according to the offer after discussing the
situation with the chairman and the personnel committee of
the department"

(Dean I).

Another dean whose faculty have received some of these
outside offers lately explained that the dean first checks
the school budget when a written offer is received from a
faculty member.

If there is available money that has not

been taken back by the state,
faculty member,

and there is need to keep the

then the dean approaches the department and

college personnel committees for advice.

This dean reported

having consistently followed their advice and has been able
to retain the faculty members even when the school could not
match the outside offer the faculty member received.
Apart from the money there are other things that
faculty members value and consider before they make the
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final decision whether to leave the institution for another
place.

Some of these are the assurance that the individual

is valued,

appreciated,

and wanted in the institution;

conviction that the college or school
can for the individual;

the

is doing the best it

and the confidence that the school

or college will overcome temporary adversity and actually
has a future,

one dean explained.

In the words of this dean what kept the faculty members
here was not the amount of money so much as somebody saying,
"we value you;

we are doing the best we can do for you; we

want you to stay;

and we have a future"

(Dean E).

The dean

emphasized the aggressiveness of the personnel committee and
the dean and their working hard in a joint effort to keep
the faculty members.
effort"

"So once again it was a combined

(Dean E).

On the eguity issue in salary,

one dean explained that

he makes the recommendation to the provost based on whether
there is a general agreement existing between the union and
the administration.

Another dean approaches the matter by

working with the personnel committees in the school and the
departments to arrive at an acceptable adjustment,

and in

the end "being able to get the union to agree that that was
a desirable thing as well"

(Dean E).
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Summary
Faculty collective bargaining has greatly impacted on
the role deans play in faculty compensation.

In the case of

initial salary the union has no effect on what the deans do.
The market conditions,

academic preparation of the

individual,

the salary of other faculty members in the

department,

and equity considerations are the determining

elements

in fixing initial salary.

The deans play a

decisive role in the initial salary decision,
some input from varied sources.

though with

The influence of the union

in initial salary if any is indirect and likely is mainly
through the consideration the deans give to equity issues in
pay.
In the cost-of-living adjustment,

evidently the union

exerts a decisive and noticeable effect.

First,

during the

union negotiations a greater portion of the money for
salaries is apportioned to the cost-of-living increases.

In

keeping with the union's concerns for equal treatment for
its members,

the cost-of-living increase is distributed

across-the-board.

The ability of the union to give a

greater portion of the salary to the cost-of-living
adjustments reduces the money available for merit increases.
Since the deans can't influence the distribution of the
cost-of-living adjustment money,
"star"

their ability to compensate

faculty is limited to the use of the smaller amount

of funds available for merit pay.
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Even in that case,

as

will be seen in subsequent discussion,

the deans do not have

exclusive right or control over the total amount of money
assigned for merit pay.

Merit Pay
The merit pay,

unlike the cost of living adjustment,

divided into two parts.

is

Each dean interviewed basically

made this statement and went ahead to explain how he or she
handles the allocation.

There are common features in the

dean's methods of allocation of merit money with minor
differences in the details.
he does

The way one dean explained what

is typical of what most of the deans do.

The

summary follows.
One half of the merit money usually is under the
control of the department.

"The department had not absolute

authority but considerable authority"
half of the merit money.

However,

(Dean D),

over their

they would recommend the

distribution through the dean and the dean could change that
recommendation.

But if a dean changes the recommendation

from the department,
the grievance clause"
wants to

"that change could be grievable under
(Dean D).

Since none of the deans

"get themselves involved in a whole bunch of

grievances about these money matters,

there has been a

tendency for the deans to accept the recommendations on
merit from the departments"

(Dean D).
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The other half of the merit money is under the control
of the deans,

and the dean pretty much has great discretion

on what to do in its allocation.

Some deans consult the

department chairpersons for discussion on the allocation.
Some seek recommendation from the personnel committees.
Others consult both groups,
the dean's,

but primarily the decision is

subject to the approval of the provost.

As one

dean put the issue:
And the dean's pool is not grievable, so with
the dean's money you can do whatever you want
within the limits of your discussion with your
colleagues and your chairs and so on....
Yea,
and the provost still has to approve the whole
thing.
So I wouldn't say the dean can be
a-a-h, I mean it would be a foolish dean who
took his [her] money and did what he [she]
wanted to without consulting with the chairs.
(Dean D)
The effect of faculty collective bargaining on merit
pay is evident and most deans commented that it is in the
area of merit pay that the union has made the greatest
impact.
First,

the union contract set the basic guideline for

distribution of merit pay by dividing it into two parts and
specifying some essential procedures to be followed.
Secondly,

collective bargaining reduced the amount of

money available for merit pay by setting aside during
contract negotiations a greater portion of the money for
regular annual increments in the form of cost-of-living
adjustments which are allocated across the board.
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Thirdly,

the contract agreement limited the ability of

deans to exercise exclusive control over the entire merit
money.
A university is essentially a meritocratic institution.
In terms of salary,

this implies that faculty members'

compensations are based on meritorious service/achievement.
This condition has a significant implication for a dean.
For example,

the ability of a dean to build a high guality

and reputable school or college in a university depends,

to

a certain degree and in fact an important degree,

on his or

her ability to attract and compensate adequately,

those

faculty members who are high achievers—the so-called
'stars'

in their unit.

One option available to the deans

for maintaining and encouraging the drive for achievement
and excellence in teaching,

research,

and service is to

recognize individual faculty members by rewarding them
differently,

using the merit pay.

When the merit pay money is curtailed by collective
bargaining as indicated above,
complaints from the deans.

one can surely expect some

Certainly some concerns were

raised in this study and were expressed in many ways.
dean felt that the union,

by involving the faculty personnel

committees in merit pay decisions,
system.

One

has created a devisive

Three saw the handling of the entire salary

adjustment as a basic difference between this university and
other universities.

Others saw the allocation of salary,
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with smaller portion reserved for merit,
changing the merit system,

as a way of short

in the sense that there is less

money available for rewarding meritorious faculty.

They

articulated these feelings in the following quotations.

One

dean commented:
I don't like this system very much....
Ah
here, it's such a devisive system to have a
faculty, you know, one faculty person deciding
on another person's merit.
I think it's
outrageous.
(Dean C)
Another dean in pointing out the difference between this
institution and other institutions said:

"Well the big

difference is in the way in which salary adjustments are
handled"

(Dean F).

Expressing a similar view to the above,
stated,

one dean

"essentially the union negotiates the contract with

the Board of Regents.

The contract typically would include

across the board raises,

cost-of-living increases.

schools I have been to that's not been the fact"
When asked,

how does that affect merit pay?,

Other

(Dean G).

he replied,

"That means you gonna get less money for merit"

(Dean G).

Then he illustrated his point by saying:
If you have 6% raise and there is, let me say
5% across the board, and only 1% for merit, it
doesn't give you much discretion....
It makes
a significant difference in what you can give a
faculty member evidently.
(Dean G)
The above views not withstanding one dean felt that
there was still enough flexibility in how the deans
distribute available resources for merit pay.
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However,

two

of the deans interviewed expressed their wish and preference
for an allocation of a higher percentage of the money for
salary adjustment to merit,

or at least a 50/50 distribution

between cost-of-living adjustment and merit pay.

One such

statement illustrates these views.
The full amount for the whole business is now
different than it was fifteen years ago.
I
think the outcome is still satisfactory.
I
would like to see a little bit higher fraction
of the salary increases being in the merit
pool, as opposed to the cost-of-living.
And I
think perhaps in that area that I
personally — am most dissatisfied with the
advent of unionization.
Typically, it's about
two-thirds cost-of-living and one-third merit
roughly.
And sometimes even less than that for
merit.
My own prejudice is that I would like
to see that percentage 50/50.
(Dean B)
Another dean whose views are positive as to how the
system operates when there is money for merit pay said:
I think this system when we had merit money
worked well with very few complaints.
And
there was sufficient flexibility in the system
so that we could attend to the most meritorious
faculty, being even careful about the rate of
merit increases.
I think it...it involves a
lot of effective cooperation.
(Dean I)
It can be seen that the opinions of the deans vary
greatly on the issue of merit pay.

While some find the way

the system works as "devisive" others see it involving "a
lot of effective cooperation"

(Dean I).

Leaves of Absence
During the interviews the deans were guestioned on the
part they play and the processes they follow in granting
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leaves of absence.

in the discussions two types of leaves

of absence were delineated—paid leave of absence or
sabbatical and the unpaid leave of absence.

—

—Leave—of—Absence or Sabbatical.

The university

has a sabbatical leave policy and in addition to that it
specified in the Academic Personnel Policy general criteria
for the award of sabbatical leaves.

In general terms the

expectation is that to be awarded sabbatical leave a faculty
member must have a record of achievement,

service,

and

contribution prior to the time for the sabbatical leave that
will demonstrate that the faculty member will meet the
objectives of a sabbatical leave if granted.
Secondly,

there is an expectation that the sabbatical

leave project will contribute to the development of the
faculty member in the areas of teaching,

of research,

creative or scholarly activity and improvement in the
faculty-member's professional capability.

As a result,

the

university as a whole will benefit from these developments
when the faculty member comes back to the university.
To comply with these requirements that meet the
expectations,

each dean requires that a faculty member

requesting a sabbatical leave submit a proposal outlining a
project to be carried out during the time one is granted the
sabbatical.

The proposal is reviewed by both the department

personnel committee and the department chairperson and their
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recommendations are forwarded to the dean.

The dean reviews

the proposal and the recommendations and either approves or
disapproves them by a recommendation he or she makes to the
provost.
As most of the deans stated they usually approve the
sabbaticals.

The major factors they consider in addition to

an acceptable proposal are:

(l)

whether the department can

adequately cover the duties of the faculty member going on
sabbatical,

and some also stated that

(2)

they make sure the

chairperson does not expect additional resources from the
dean for any arrangements connected with financing
substitutes to cover the individual's duties.
The university sabbatical leave policy provides for
full pay for one semester or half pay for two semesters for
those full-time faculty members on academic year
appointments.

For those on calendar year appointment it is

five and one half months with full pay and eleven with half
pay.

There is a requirement that recipients of sabbatical

leave return to duty for at least one year of service.
Part-time faculty are eligible for sabbatical leave based on
part-time salary after six years of part-time service.
Sabbatical leave,
not a right.
not,

as one dean mentioned,

It can be denied,

or delayed,

as long as there is adequate coverage,

an acceptable proposal.
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presumably is

but usually is
and one submits

However,
deans,
leave

the above sentiment is not shared by all

particularly on the issue of whether a sabbatical
is a right or not.

While one dean does not grant that

philosophically a sabbatical

leave is a right,

he was clear

in stating that based on the way it has operated in this
university it is assumed to be a right and he did not feel
he could change that.

With the hard financial times it

would be unwise to deny faculty sabbatical
their not receiving raises,

in addition to

so he grants faculty sabbatical

leaves when they request them.

As he put it:

I believe that sabbaticals in this university
had become a matter of right, so everybody gets
their sabbatical.
I don't use that as a
measure, as a way to compensate people.
And
without pay, sabbaticals are pretty much up to
department chairs.
With pay, it is a matter of
right to get your regular sabbatical.
So we
give anybody sabbaticals when they come up for
it.
(Dean H)
When asked to explain what he means when he describes
sabbatical as a right he added:
I mean it is understood around here since
people have always received these sabbaticals
that they will continue to do so....
Even if
some one was not producing very well, I am not
going to deny them their sabbatical leave.
I
would not say well, in addition to the fact you
are not gonna get a raise, we are not gonna let
you go on sabbatical leave.
It would make
everyone else very nervous here.
It is
considered to be a right.
(Dean H)
To clarify whether the above explanation negates the
preconditions for granting of sabbatical I asked:
understand correctly,

If I

is there any type of preconditions in
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terms of what people could do when they go for sabbatical?
The response was:

"There is but they are not observed.

They may never happen in this school.
is"

So that's the way it

(Dean H).
The above explanation may seem extreme.

But in reality

this may be what is happening in other schools/colleges as
well though they are not put in guite explicit a manner as
this dean frankly stated what happens.
In fairness to the other eight deans interviewed,

the

following view articulated by one dean seems to represent
the opinions they share and expressed.

This dean said:

Sabbatical request has to be substantive.
The
project proposed has to be one that we can
approve and ordinarily expect that there will
be some service following that he [she] is out
there performing.
We don't automatically
approve sabbatical.
(Dean I)

Leaves Without Pay.

The deans stated that they approve

or disapprove leave without pay when they receive
recommendation from the department personnel committee and
the department chair.

The deans'

recommendations also go to

the Provost.
Leave without pay is not a right.
variety of reasons,
faculty member's
accommodate them"

but principally,

It is granted for a

"to accommodate a

interest in research when we can afford to
(Dean I).

Another dean reiterated this

view in discussing the granting of a leave without pay that
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exceeds one year.

The main consideration in this case is

the beneficial effect it will have on the intellectual
development of the faculty member.
The deans

indicated that they rarely grant leave

without pay that exceeds one year.
as one dean explained,

If it exceeds two years

then as a matter of policy it

requires the approval of the Board of Trustees.

The X book

stipulates that any leave without pay that goes beyond the
second year has to be approved by the President.
There is no fixed time requirement for leave without
pay as

is the case in sabbatical.

don't have to wait seven years.
whether the individual
(Dean D).

As one dean put it,

"you

The only restraint on it is

is carrying his or her weight"

Another dean reflecting on this said that it

depends on the overall state of the budget.
Many deans are now using the money saved from both the
sabbatical leave and the leave without pay to balance their
budget.

Some deans do not give back the money to the

particular program where the faculty member on leave is
from.

They rather use the money to meet the essential needs

in the entire school or college.

This action involves open

discussion of the budget and solicitation of opinions from
the entire school or college community.
discussion of

Through this open

issues all members of the school or college

are kept informed of what is going on,
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and they share in the

discussions and contribute to the decisions through personal
suggestions and comments addressed to the dean.
No dean admitted noticing any direct effect of faculty
collective bargaining on his or her role in either paid or
unpaid leave of absence.

With respect to sabbatical one

dean commented:
In the way it operates the fact is whether
there was or wasn't a union would make no
difference.
But the fact [that] there is a
union means that if I decided to change things
I may have more formal opposition then; the
reason I don't change things is not because
there is a union, but because I just don't
think it makes sense.
(Dean G)
The union does not seem to affect the part deans play
in the processes and decisions in faculty leaves of absence.
However,

the union contract categorically stated that for

bargaining unit members,

the policy on sabbatical and other

leaves will be maintained during the life of the agreement
in force.

And as one dean pointed out the union is now

encouraging the use of leave of absence as one method of
saving money.

This could indirectly increase the

flexibility the deans have in the use of resources if
faculty members choose this period for their leaves of
absence.

Retrenchment
The university has a right to make retrenchment
determination for financial and programmatic reasons.
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The

union contract acknowledges this and specifically emphasized
that such a right carries obligations to consult with the
faculty and other constituencies affected before and during
actions to retrench.

One approach to the problem of

retrenchment is to seek alternatives to retrenchment.

And

in this effort the contract stipulated that four members of
a joint committee composed of two bargaining unit members
chosen by the union and two chosen by the
employer/university administration will formulate and
develop a prioritized list of alternatives to retrenchment.
If such a list is accepted by the union and the
administration,

it forms part of the contract.

In the interview three deans said that they had no hand
in retrenchment decision.

Those who expressed this view

pointed the central administration as the group that had
authority to make retrenchment decision.

They referred to

the rights and obligations the administration must meet to
accommodate the concerns of the university community,

and

particularly those whom retrenchment decision would affect.
In this respect,

they pointed out that the contract contains

retrenchment clause and that as far as deans and departments
were concerned the orders on retrenchment are handed down to
them by the central administration.
The question of retrenchment is a new phenomenon to the
deans

in this study,

because they have never had to retrench

any faculty member on this campus before. ' Those deans whose
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schools/colleges were not affected by the current threat of
retrenchment had no insight on how it would affect their
role and could not specify the actual procedure they would
have taken if affected.

However,

two deans commented that

they would use available resources in their control to
sustain their faculty and prevent any retrenchment.

One

specified that cultivation of outside resources would be one
option to pursue to prevent retrenchment.
deans were concerned,

As far as these

they said that they could not afford

to retrench anybody right now because of the reduction of
their faculty through retirement which had occurred,

and

their ability to use other sources of funds to stem
retrenchment.
Some of the deans who were affected by the current
retrenchment and program reduction/termination orders
provided perspective of how it affected their role and the
processes they used to handle the problems.

In general the

deans were not the ones who made the decision to retrench or
reduce their programs.
central administration.

They were instructed to do so by the
Fortunately,

no faculty member in

any of the schools or colleges affected had to be terminated
involuntarily.

Faculty members in the programs which were

eliminated a year before the present orders were either
reassigned to other programs or took voluntary retirement.
For the programs that were eliminated the dean spoke of
the three major criteria considered for their elimination.
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These were enrollment,
enrollment,

particularly under graduate

importance of the programs to the future of the

college/school,

and how interconnected those programs were

with all the other programs in the college/school.

The

impact of the programs on other programs if adverse could
seriously hamper those other programs,

so the

interconnectedness of a program with other programs was an
important factor considered.
In this particular case,

the union was informed of the

dean's activities and as the dean said,

the union had the

opportunity to let the dean know about their concerns.

But

they did not get involved because the faculty members were
not terminated and for those reassigned,
employment did not change.

their conditions of

It was a cooperative effort

between the dean and the faculty members.

Those who decided

to remain were asked to provide a plan the college/school
could react to for their reallocation into other
departments.
In other schools and colleges the spirit of cooperation
also prevailed between the deans and those affected.

One

dean worked through the administrative channels and the
faculty members contacted the union and finally,

the dean

received a memo from the chancellor after meeting with the
provost and the chancellor.

The memo said there would not

be immediate termination of the programs but they would be
phased out over a two to three year period.
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" The dean was to

work with the programs to develop plans for this phase out
process.
The phase out decision will make it possible for the
doctoral

students

in the programs to complete their degrees

with their faculty on board.

Secondly,

it will allow the

dean to work with the individual faculty members,
whom intend to take early retirement.

four of

The college/school

would reallocate the others in other programs.

This is the

plan the dean intends to propose to the provost,

hoping the

provost will accept it.
All the schools/colleges whose programs were either
marked for retrenchment by reduction or termination have
been able to come up with the needed amount of money to
avoid the immediate and drastic action the budget shortfall
precipitated.

But this may be the last time some of the

deans can avert retrenchment since they have exhausted their
resources for meeting any further budget cuts,

they said.

It is hard to assess the effect of the union on the
role of the deans in retrenchment at this time because the
deans don't have any direct interaction with the union
officials on this.

Much of the instruction concerning the

retrenchment decision comes from the central administration.
The specific impact that the union has on the role of the
dean in retrenchment is on the process the deans follow in
fulfilling the needs for retrenchment.

These are basically

procedures outlined in the contract and the responsibilities
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of fulfilling the details of the provisions in the process
when retrenchment is declared falls on the deans.
example,

For

in the reallocation process each dean has to be

careful that the work load assignments do not change when a
faculty member is reallocated to another program.
The basic decision to retrench and the criteria used
which meet the union's needs for acceptance of the
administration's decision to retrench are handled by the
upper echelons of the administration.

Any involvement of an

individual dean in a committee to formulate decision
criteria for retrenchment,

or for finding alternatives to

retrenchment in consultation with the union officials,

is

primarily undertaken on behalf of the central administration
and not the individual dean's school or college per se.

But

once the instruction to retrench has been given to the deans
from the central administration,

the deans have the problem

of determining how best to go about the retrenchment and
still maintain the viability of their schools/colleges and
the harmonious working relationships between them and their
staff and faculty.

This seems to be the greatest problem

the deans face.
Commenting on these events and their effect,

one dean

asserted:
It has been awful.
But in terms of process
within...it has been respectful and supportive
of people.
The overall process in the
university has been turned.
And so I have many
regrets about things that were out of my
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control, but the things that we could control
here, I think we have done as well as we could
do.
It's been tough.
(Dean E)

Grievance Appeal and Settlement
There are provisions in the union contract for both
formal and informal mechanisms for resolution of a
grievance.

The informal one takes a variety of unspecified

forms which may include referring the matter to the Ombuds
person or Affirmative Action offices or settling it with the
individual concerned without getting to the formal stage of
grievance resolution.

Many deans make an effort to resolve

complaints at this informal stage.

They also explained that

once the grievance reaches the stage where attorneys are
involved then much of the issue is left to the attorneys to
resolve.
Apart from the informal and formal means of handling a
grievance within the university,

other avenues also exist

which a grievant could follow such as filing a law suit.
But should the grievant and the union decide to file a
formal grievance in the context of the contract,
levels of formal grievance are involved..
the Chancellor,

then,

three

Level one is with

level two is with the President and level

three is Arbitration.

The procedures are followed carefully

as specified in the contract some deans said.
At the department and college levels grievances focus
at either the dean or chairperson.
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They could be filed for

violation,

misrepresentation or improper application of the

terms and conditions of the union contract by an
administrative official.
and the chairpersons.

This is not limited to the deans

As one dean explained the role a dean

plays in a grievance is determined by the focus of the
grievance at either the level of a chairperson or the dean.
If it happened at the department level,

the dean reviews the

grievance and makes recommendation for its resolution.
the other hand,

On

if the dean is the person grieved against,

then the dean has to respond to the grievance complaint or
charge.

This view is representative of the procedure the

deans follow in most cases.
In a non-reappointment problem one dean explained how
it was resolved.
The union's representative got together with
the Provost's representative and they made a
deal, and they ran it by me to see if it was
okay.
And then, they ran it by the other
person to see if it was okay, and they agreed.
(Dean C)
Another dean explained how he handles grievances in
this way:
We try to settle disputes before they reach the
formal stage, free bargain by the Ombudsperson;
sometimes simply direct discussion with the
person concerned.
If formal grievance is
filed, then, the procedures are spelled out in
the contract and we have to follow those
procedures.
(Dean I)
The deans have had varied experiences with the
grievance mechanism.

While not all of them have had formal
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grievances filed against them,

most have had the opportunity

to resolve grievances informally,

and some indicated that

they have had grievances up to the arbitration level but
their decisions were not reversed by the arbitrator.
Comparing the period before the union was established
at the State University with the present time,
explained that the process is now different.
this regard:

one dean
He said in

"Grievance process now is totally defined by

the union contract,

so that is rather different in fact....

It tends to be followed very carefully in fact"

(Dean B).

Another dean who explained how things have changed indicated
that the union introduced the third party binding
arbitration.

Both deans charged that the union has caused

more frivolous charges and that extra hours are wasted as
the union tries to exhaust all opportunities on behalf of
its members.
On the issue of the union's impact on the role deans
play in grievance appeal and settlement,

one dean,

reflecting on the totality of the grievances and how they
have been handled,

said:

What we have learned from these sort of things
is to make sure our system is more sensitive
and doesn't fall; and the grievance doesn't
result in a protracted hearing for a faculty
member, and also, in which the university would
lose its case.
(Dean A)
The union's effect on grievances according to another
dean "doesn't restrict what one does"
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(Dean B).

However,

an

unexpected outcome of the union in grievances is the way the
game is played.

It would be logical and meaningful if a

grievance is filed against a dean for not agreeing with the
departmental or college personnel committees'
recommendations or both.
usually the case.

But surprisingly,

this is not

A respondent explained the paradox.

The irony is, often, the union is grieving
against, say, need for not overturning the
faculty or college personnel committee or both,
which is so interesting....
These are your
faculty, who were elected by their peers; they
tend to be very good people.
Ah, if they think
that someone is not suitable to be a long-term
colleague, ah gee, who is that, they are the
ones who are in a position to know that best.
And finding myself being grieved because I
didn't overturn their recommendation, that's an
interesting situation.
(Dean B)
It is interesting indeed in that the actions of
bargaining unit members,
members,

in this case, personnel committee

are not grievable under the contract.

But approval

of such actions by an administrator is grievable.

This

complex problem calls into question who has the right to
make decisions and who is to be held accountable for the
decisions made.
By and large the union has instituted a formal process
for resolving disputes in the university.

The informal

processes provide the deans the opportunity to settle
complaints before they reach the formal level.
as an advocate for the faculty members,

The union,

tends to encourage

the filing of grievances in most tenure and promotion
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denials
cases

and

are

other matters

time

consuming and unfruitful.

the deans

in this

that

cast the

they

we-them mode
proof

that may not have merit.

study,

such useless

cases are devisive

are

in

in a

by holding the administration responsible

grievance procedures

others

In the opinion of

faculty and the administration

that they did no wrong.

way charges

Such

for

Some deans admitted that the

are useful

and helpful.

framed against the deans

However,

the

for the actions

tend to be viewed with puzzlement.

It

is

of

also an

indication that the problem of who has the right to make
decisions

on promotions

accountable

and tenure

for the decisions,

satisfactorily resolved

issues

and who

is

is not completely and

in the university.

Retirement
The decision on retirement
a

faculty member makes

on his

is basically a decision that

or her own.

Many of the deans

stated that they never turn down any one who wants to retire
because that
concerns
the

is

a person's right.

early retirement,

issue diverge.

deans'

actions

In normal retirement,

when the matter

and opinions on
where one decides

that he

or

informs

the department chairperson and the department chair

recommends
dean;

she does

However,

and

not want to continue to work,

sends the reguest

form for retirement to the

the dean routinely signs the
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the person

form and

forwards

it to

the provost with the recommendation that the person be
allowed to retire.
In rare circumstances however,
to retire because of boredom,

an individual may decide

personal problems,

of how things are going in the institution.
one dean said,

or because

In such a case,

he could intervene and try to talk the

individual out of

it and give encouragement that may help

the individual to reconsider.

Apart from this,

the major

part deans said they play in normal retirement is to approve
the retirement request.

The second thing is to offer the

individual post retirement employment whereby the person
teaches a course for the department.

This helps to ease the

idleness of retirement while helping the school or college
to retain an experienced professor to teach a course for
some time at a reduced cost to the program.
every party gains something,

In this way

a classic win/win situation.

Another type of retirement which many deans described
as a touchy issue because of its legal ramifications if
handled improperly is early retirement.

Four of the deans

interviewed said that they play some role in the decision of
their faculty to take early retirement which the university
offers.

Their actions range from active but careful

encouragement without pressure,

to merely helping the

individual sort out the early retirement options.

They also

offer help in the form of post retirement employment if the
faculty member wants it and the college or school feels it
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wants to keep the person,
retirement employment.

and can afford to pay for the post

One dean who does not bargain for

the post employment contract,
to the school,

because it is not economical

sometimes ends up hiring the retiring faculty

member to teach a course at a fixed cost.

This is cheaper

than what ordinarily would be paid for a bargained post
employment offer,

the dean said.

The sensitivity of early retirement keeps some of the
deans away from getting involved.

Those who refuse to get

involved said they merely pass the information a faculty
member who may be interested needs to make his or her
decision.

However,

a dean has the right to reject a request

from a faculty member who wants to take early retirement.
This is because, early retirement is not a right;

it could be

rejected for a variety of reasons.
Another area in which deans generally play a role in
retirement,

irrespective of type,

saved from the retirement.

is in the use of money

Most deans use the money to hire

faculty members at a lower level of the salary scale for the
replacement of the persons who retired.
the present,

severe,

schools/colleges,

However,

financial situation,

because of

in some

the money is used to hire replacements in

areas of greatest need irrespective of the program from
which the individual retired.

Retirement,

in this respect,

provides a certain degree of flexibility in resource
allocation,

some deans reported.
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Unfortunately,

the latest measure instituted by the

administration makes the positions or money accrued from
retirement to revert to the Provost's office.
is a freeze on hiring,

Because there

anyone who retires is not replaced.

When an individual retires and the money saved from the nonreplacement goes back to the Provost,

the school or college

loses both the services of the individual and the money
saved from the person's retirement.

Some deans said that

this condition has made them cautious in embracing early
retirement packages and are not enthusiastic about any
retirement that occurs at this time in their
schools/colleges.
The effect of the union in the role deans play in
retirement is minimal,

some deans said.

This is because the

normal retirement is a right and its benefits are outlined
in the state laws,

and the deans cannot change any of that.

Even in the case of early retirement most of the
arrangements have been worked out already.
occasions,

In rare

if a faculty member asks for some special

consideration,

he or she is merely referred to the central

administration and the central administration discusses the
case with the union.
instrumental

One dean argued that if the union was

in providing early retirement that it has had

an effect on the school.

However,

since other schools

without unions also provide early retirement,
whether the union has made any impact.
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he questioned

Another dean stated

that the early retirement plan predated the union and as
such would be viewed as

"past practice by the union and

those who negotiated the contract," and that "the
institution feels that it is in the best interest of the
institution"

(Dean A).

Whatever is the case,

one has to remember that anything

that is past practice which has been included in the union
contract,

as this one has been,

complied with.

Here again,

its provisions have to be

the violation of the procedural

guidelines cannot go unchallenged and this is the area where
the union's impact is supposed to be felt.
One dean illustrated the union's impact in this area
when he spoke of the cautious approach he uses in dealing
with retirement.

His statement reflects a concern for both

the federal guidelines on retirement age and the union's
procedures

in early retirement.

The dean said,

"I have

encouraged some faculty to retire and they have retired"
(Dean H).

When asked if there was any opposition from the

union he responded:
Oh sure, I mean, I had to observe the rules so
as to be able to know what I could [and]
couldn't do.
But again every institution has
some understandings or regulations depending
on, or union agreement.
You have to be aware
of these things before you start discussing
retirement with people because it is a very
touchy issue.
You wanna make sure you do it
properly.
(Dean H)
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Appointment of Department Chairpersons
There is a university policy that prescribes the
procedure to be followed in filling the position of a
department chair.

The reported procedures and actions most

of the deans take approximate the set standard procedure.
Several deans said that their crucial decision is to
determine whether there will be internal or external search.
Once the dean makes that decision he or she consults with
the personnel committee and asks the committee to submit
names for the search committee.

Two deans stated that they

also meet with the entire faculty in the department to
inform them of the need to fill the department chair's
position.
Some deans add one or two names from outside the
department to those submitted by the personnel committee.

A

majority of the deans reported that they appoint the
chairperson of the search committee.

Three also stated that

they request the search committee to submit from one to
three names,

with summary comments on each person they are

recommending to the dean.

If the dean makes a decision he

or she sends the decision to the entire department for
approval.

Where the faculty in the department disagree with

the dean's choice,
provost.

the final determination is made by the

In a case like this,

talking to the Provost,

after giving his reason and

one dean reported that he would

request the personnel committee to give him another name.
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One dean explained that there is a lot of interaction
between the dean,

the provost,

and the department,

process of selecting a department chair,
decisions are made with mutual

in the

and that good

interaction.

Although most

deans reported that they make recommendation to the provost,
they emphasized that the decision on who is chosen as a
department chairperson is in reality the dean's.
case of outside search,

In the

the dean gets more involved in the

process and in the interviewing of the prospects.
the internal search it is less complicated.

But for

Most deans said

they usually accept the person the faculty recommends to
them,

if he/she is a person they are comfortable working

with.
Some deans reported that the main problem they
encounter in the internal search to fill the position of a
department chairperson is being able to convince an
individual to take the job.

This is especially hard at this

time because of the budget problems;

there is nothing with

which to sweeten the offer two deans added.
this,

Apart from

they said that most faculty members are reluctant to

abandon their research projects to do administrative work as
a department chair because of the additional headaches it
causes the incumbent.
It is reasonable to assume that most department chairs
are compatible with their deans in their working
relationships.

This compatibility seems to be one of the
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major considerations that deans ponder over before making
their final decision.

Some deans were explicit in saying

that they will not appoint a person as a department chair
unless he or she is one they can work with.

Some make the

effort to prevent the recommendation of any one they will
not find compatible by getting the message across to the
individuals before the person is even recommended to them.
This is especially the case in internal searches where the
deans are familiar with the individuals and their
idiosyncrasies.
The statements some of the deans made show the
authority they exercise in these appointments.

One said:

The department chairpersons are appointed at my
discretion.
So I am the one who appoints them
and then the provost approves that.
I
will... clearly be the major person.
(Dean G)
Another dean asserted:
The reality is that I appoint whom I please.
The system
works with the department, mainly
the committee which brings up candidates to me.
But if I want somebody to be a candidate, I can
have it.
(Dean H)
A less assertive but still a strong statement indicating the
dean's influence in the appointment of chairpersons is
reflected in this dean's words:

*

Well, I am responsible for those appointments
and I will consult with the Provost.
He likes
to be kept up to date or have a discussion
before the final appointment is made.
But, in
effect, that decision is the dean's in the
appointment of chairs.
(Dean I)
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Asked

if the union in any way affects the process and

the role they play in department chair's appointment,

there

was a unanimous response that the union does not impact
their role

in this.

The reason some deans explained,

is

because a department chairperson does not belong to the
bargaining unit.
the individual

Once a person becomes a department chair,

is excluded from the faculty union.

-What other important factors affect vour role in the
above areas?_(Hiring of faculty, retention, promotion,
tenure, salary, merit pay, leave of absence/sabbatical
retrenchment,_grievance appeal and settlement, retirement.
and appointment of department chairpersons.)
Many factors affect the role deans play in the areas
specified.

One factor six or 66.7% of the deans mentioned
%

was federal and state rules and regulations.

The emphasis

was on the Affirmative Action and the rules governing
government research contracts.

One dean's statement

typifies the seriousness of the issue of Affirmative Action.
All our decisions are governed by Affirmative
Action procedures.
They are ultimately
required by the federal government.
But the
university procedures are designed to comply
with those...so we never make any appointment
without taking into account the Affirmative
Action implications.
(Dean I)
A second factor mentioned by one third of the deans was
external funding.

This factor is particularly significant

because some of the deans indicated that they depend on
outside funds for about one-third of their schools'
colleges'

budgets.

or

Where a dean actively participates in
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fund raising from outside sources and is able to exercise
control on how those funds are spent,

this gives the dean a

greater degree of flexibility relative to one who does not.
In explaining how the outside source of funding affects
what he does one dean said:
I may raise some money from outside the
university and so I determine how that money is
spent.
So that is essential.
I could not run
this institution if I didn't have that
flexibility.
That allows me to get through any
period of difficulty, than temporarily covering
the short fall in terms of raise.
And that is
important.
If someone asks me to make
commitment for summer support, that is so
simple due to the fact that the union does not
get involved with the summer support.
It is a
big help to me to be able to do that.
And that
is the critical element of flexibility in my
life; to be able to raise and spend money from
outside the university.
(Dean H)
The expectations of the college/school

in the long run

and the expectations held for the faculty also were
mentioned as factors that influence the action and decisions
of the deans.
them said,

Two deans emphasized these factors.

One of

"conditions of the departments are another factor

that will affect a number of these things"
Continuing he asserted,

(Dean I).

"all of the personnel decisions have

to be weighed in relation to the future plans of the
department"

(Dean I).

A second dean commented on the same issue with specific
illustration of the way it works.
Well, I would say we have a certain expectation
for new faculty members.
We have certain
expectation of what we want the college to be
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in the long run.

And that expectation

intiUtheesys5mkind °f PS°Ple that We bri"9
for the^acultv
to bring 3.Very
high
uie vacuity to
in a lot
of exPe<=tation
orantmoney from federal and state sources \hat
we
aren?ryinaetoaYWee°°k
°n an
aPPiicant.
we are
trying to significantly
increase

if

facu^rvadUa^e enrollment and commitment of
program "that^f
th® under,?raduate teaching
oosit?n,U
a influences the way we look at
p
ltions.
And so those are the colleae aoals
and expectations that influence that procfss
thrLgt • b®Yond the sort of procedural one,
three kinds of....
(Dean F)

two

'

Two deans also mentioned the ability to recruit faculty
and establish good relationships,

other factors mentioned

once were the budget,

department chairs,

personnel committees,

academic personnel policy,

governance document,

department
school

and the authority and power the state

government exercises through its control over the budget
appropriation.

Five of the participants stated that their roles have
remained relatively unchanged.
had four different views.

The other four respondents

One commented that it has made

his role more difficult and has cut down on his flexibility
in decision making.

Another felt that unionization has

facilitated the dean's role because most things are
specified "very,

very carefully"
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(Dean E)

in the contract.

It is more like operating by the book.
positively by this respondent who said:
a restriction.

This is viewed
"I don't view it as

I view it as extremely helpful to do our

business in ways that I think beneficial to all of us"
(Dean E).
Another dean who indicated that since he did not make
the decisions before the union that it was difficult to
measure,

commented that the impact is reflected in a greater

degree of consultation between the dean,
central administration,

the faculty and the

and the introduction of a system of

checks and balances that prevents autonomous decision
making.

This dean said:

The union has made it necessary for there to be
a greater degree of consultation, more direct
involvement of faculty in these decisions than
would otherwise be the case.
And it's actually
had the effect of bringing a system of both
checks and balances so that nobody makes a
decision autonomously.
At least there got to
be involvement on both the faculty and the
administration side before any decisions are
made.
(Dean I)
The answer of another dean illustrates the differences
between what happens at this university and some other
institutions without a faculty union as experienced by this
dean.

According to this respondent,

the union has made the

decision making process at this university more complex.
stated:

He

"It has made the process of arriving at a decision

much more complex;

is much more complicated for me to arrive

at a decision here than it was at
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[University X]

for

example"

(Dean F).

responded:
consider

When asked,

in what sense?

He

"There are many more things that I have to

in the process of making a personnel decision here

than I had to make at...state"

(Dean F).

When pressed for

further clarification he stated:
Well, for example, this is the first
institution I have had to deal with personnel
committees, both at the department level and
the college level.
This is the first
institution where merit adjustment, where
decision making in merit adjustment has been
involved with two, different, distinct groups
of people.
This is the first institution that
I had to, if we take a personnel action, we
have to make sure that we conform with certain
union rule and regulations.
I haven't had to
do that before.
Now from the standpoint of making humane
decisions, I don't think, I don't think there
is any difference between here and any other
place I have worked.
(Dean F)
Of those who answered that their roles in decision
making have remained relatively unchanged while operating
under collective bargaining,
had actually occurred.

*

some pointed out where changes

For example,

one said:

No, I'll say it hasn't..., probably the process
is much more complicated than that which has to
do with the union roles and the university
rules....
I have not felt any need to change
the operational style by which I operate...by
the existence of the union.
(Dean A)
Another dean elaborated a little on the changes and

pointed out that things have been formally spelled out,

that

he is a bit more careful to avoid grievances and that the
main change has been in the merit process.
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Regarding his

personal

interaction and decision making processes he

stated:
In terms of my relation with my chairs, in
terms of the personnel actions and so forth, I
don't see a hell of a lot of change.
I haven't
felt that I have made or not made any decision
that I can think of because of the existence of
the union as an administrator....
When I
appoint somebody, when I promote somebody, when
I tenure somebody, none of those things have
changed in my modus operandi....
The only thing is things are formally spelled
out....
in terms of my daily life, as I say,
the decisions that I make, I am a little
care[ful], I have to be careful because I don't
want to have to be involved in endless
grievances.
And so you wanna follow
procedures.
What did change is the merit
process, because the merit process is much more
elaborately spelled out than it used to be.
(Dean D)
The others simply said:
It is about the same.
I don't think it has
changed very much.
Hardly the union has any
effect on me.
(Dean G)
The same.

(Dean H)

I don't think the union has been a factor in
influencing my decision to some extent.
(Dean C)
To summarize,

from the deans perspective,

the presence

of faculty collective bargaining has neither increased nor
decreased the role of a majority of the deans in decision
making.

Over half of the deans stated that their roles have

remained relatively unchanged.

For the others faculty

collective bargained has resulted in increased complexity or
difficulty in decision making or has facilitated the deans'
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roles but has not necessarily decreased the roles.

It also

introduced checks and balances and increased consultation
which prevents unilateral or autonomous decision by one
person or group.

4.
During your term of office as a dean under collective
bargaining what person or crroup has the most power in
decision making in faculty personnel matters discussed?
There is no clear cut majority view on who has the most
power in decision making in faculty personnel matters.

The

responses are almost egually distributed over the various
persons or groups that are involved in personnel decisions.
What can be inferred from the answers is that each dean
responded to this question based on his or her view or
interpretation of the concept of power.
discretion,
influence,

In this respect,

the notion of ultimate authority,

ability to

right to make decision and effect outcome,

all

came into play and have guided the responses.
Two deans said that the faculty have the most power in
personnel decisions.

One of these deans responded:

think that it depends on what the matter is.

But,

"I will
in fact,

in faculty personnel matters I will say the faculty"
A).

(Dean

in terms of the actual decisions and who makes them,

the other dean said,

"Faculty,

faculty"

(Dean C).

To clarify she added:
People like to think the dean has a lot of
power, but we don't.
Any change we make, at
least any changes I make are purely by
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persuasion, they are not by dictum.
Well,
ultimate authority probably belongs to the
Provost; but I don't think he exercises
ultimate authority which he will sometimes.
But ultimately, I think he is the person.
Dean C)
One dean was convinced that the provost is the one who
makes the decisions in personnel

issues.

This dean

rationalized the answer by saying:
Oh, the decision makers, I am sorry to say is
the Provost in consultation with his team of
advisers and the Chancellor.
I personally
cannot imagine going against faculty decisions
and recommendations.
I guess faculty
recommendations, in fact he can do that.
I
tend to see faculty rights as relatively
inviolable and so I don't think I would want to
go against what faculty was recommending.
But
I think he can and perhaps he does prior to...I
think he really does have the power ultimately
to make the decision.
(Dean E)
Two deans indicated that the dean has the most power in
personnel decisions.

However,

one of these two deans

clarified his views in these words:
It is hard to measure it in very quantifiable
terms because we play different roles.
Certainly the dean, because of our power to
approve or not approve these decisions.
But in
practice, the power is distributed over the
system.
There is a lot of mutual dependence.
(Dean I)
Unlike the others,

two deans stated that no one group

has the most power in making decisions in personnel matters.
One said:

"I don't think any one group is

disproportionately influential over any other"

(Dean F).

When asked to reflect if there has been any shift in power
he replied,

"No,

in fact I am comparing it with anywhere
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else in saying I really don't think there is any difference
in the power balance here than anywhere else I have been"
(Dean F).

The other one responded:

has a different role....

"Well each constituency

So which one has the biggest

effect is hard to say in decision making,

in raises..."

(Dean G).
The remaining two deans stated that the department
personnel committee is the group that has the most power in
decisions on personnel matters.

One of these deans

explained:
In most areas of personnel decision making the
most influential body is the department
personnel committee and has always been.
In
areas of hiring, these of course the dean has;
is not a question of influence there, it is a
question of power, and that has been unchanged
by collective bargaining.
(Dean B)
The other dean reflected on the philosophic
interpretation of power and his logical conclusion was that
the elected personnel committee of the department has the
most power.
asks:

A synopsis of his view is quoted.

"How would you determine power"

(Dean D)?

First he
In answer

to this he said:
One way to determine it is to look at decisions
and the consequences of decisions.
And if you
were to look at tenure, let's say, how many
occasions have there been when a department
personnel committee voted enthusiastically for
tenure and that guy didn't get tenured?
Almost
never.
However, were a department personnel
committee to vote no, that's a powerful
negative....
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But if they voted enthusiastically for a
person's tenure the odds are very strong, very
strong that that decision will not be
overturned at my level, or the provost's level,
or the trustees' level, or any other level.
And if that is true you say who has the power?
In a formal sense, only the trustees have the
authority to grant tenure.
We know that.
But
that's formal authority.
We are talking about
power.
We are talking about influence.
Which
is the group that really makes the critical
decision that is gonna lead to some outcome?
I
think is the department personnel committee.
Personnel matters, if you are talking about
budget, money matters, there I think the deans
are certainly more important....
Being a dean I have more discretion.
And as
you go up the line, there is still more ability
to do something with money.
But in personnel
matters, I think it is the other way around.
The lower levels I think have more of the
authority, more of the power.
The upper levels
have formal authority, but that formal
authority is almost always used to give consent
to something that has come from below.
(Dean D)

5.
Before collective bargaining what person or group had
the most power in decision making in faculty personnel
matters discussed?
The background information each dean provided at the
onset made it possible to limit this question to those deans
who were working here at the university either as professors
or administrators before the establishment of the union.
In the decades before the 1960s,

one dean said the

administration had the most power in decision making in
faculty personnel matters discussed.
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The hierarchical model

of administration,
in operation.

with most decisions made at the top,

was

In discussing this the dean said:

In the old days it was a top directed place....
The deans had absolute authority over the
department heads, and department heads without
consultation could you know make personnel
decisions.
They could consult or not consult.
(Dean A)
This dean pointed out that this was the old military
model and that it went back to the 1950s.

In the early

1960s the administration realized that those kinds of
judgements were not the best judgements and "collective
opinion became more important.
[meaning faculty]
bargaining.

So it wasn't that they

won it necessarily through collective

It was just a sense that the university should

be governed in a certain way"

(Dean A).

This dean pointed

out how some administrators particularly one provost in the
early 1960s was responsible for bringing the faculty senate
to a much more visible position in involving faculties.
The perceptions about how the university should be
governed has changed over the years and this change
culminated in the major personnel and governance changes.
All the deans that responded to this guestion pointed out
that the Academic Personnel Policy document predated the
union.

This illustrates,

as one dean indicated,

that

"personnel changes and governance changes were not imposed
by the advent of unionization as there were realizations
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that the
viable"

institution has to operate in a certain way to be
(Dean A).

In addressing the years,

particularly the last six

years preceding the union and thereafter,

one dean asserted

that the department personnel committee had been the most
influential group in personnel decisions.

"But we all know

that really the faculty in areas of promotion,
salary,

merit pay,

tenure,

departmental personnel committees are the

most... influential... that's true now and...true twenty years
ago"

(Dean B).

The two exceptions he pointed out were in

the area of hiring faculty,

where the dean exercised greater

power and in budgetary areas.
The third respondent to this issue expressed an opinion
similar to the above views.
pay,

budget,

He said that in salary,

merit

and grievance procedures the administration had

more discretion before the union than it has now.

But in

personnel processes he added:
The normal personnel processes went on for a
number of years prior to the union, similar to
the way they have gone on now.
And so I would
say that what I said about the importance of
your peers held true before the union and still
holds true.
(Dean D)
And what he said about peers was:
Well, my view is that the most critical group
in the life of a faculty member...whether this
person is appointed, whether he [she] is
reappointed, whether he [she] is tenured...the
department personnel committee, the elected
personnel committee of the department a-a-m
from my point of view is the group that has the
most power.
(Dean D)
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The perspectives these deans provide illustrate that
the mechanisms for faculty participation in decisions were
already in place before the establishment of the union.
many of the areas in personnel matters,

In

the faculty actually

exercised the most power in decisions than the other groups
involved and they did this through their representatives in
the department personnel committees.
the establishment of the union,

In other areas,

after

the union helped to give

them some leverage in decisions especially in merit pay,
salary adjustment,

and grievance procedures especially with

the introduction of binding arbitration.
monetary matters,

No doubt,

in

the deans and the central administration

still exercise a greater degree of power and discretion
especially in the reallocation of available resources within
the units in the schools/colleges,

just as they did before

the union.
As I commented in previous guestions,

one thing which

the union has done is to give the faculty the added legal
protection to back their decisions.

In this way,

the

administration could not violate or overturn them at will
without union intrusion or involvement.
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6.
Please indicate, in order of importance, the three or
four responsibilities you consider to be the most demanding
of your time and the most demanding of your administrative
skills.
As the responses of the participants show the
responsibilities that are most demanding of the time and
administrative skills vary from one dean to the other.
facilitate the presentation all

To

items ranked as number one

in time demand will be listed followed by those ranked as
number two,

in that order.

Where one item is given the same

ranking number by more than one person,

it will be so

indicated with the number enclosed in parentheses.

The same

will be applicable in the case of administrative skills.
Overall,

personnel matters had the most demand of time,
K

while the budget recorded the highest demand in
administrative skills.

The Responsibilities Most Demanding of Time.
1(a)

Personnel matters

(3),

involving recruitment,

tenure,

promotions.
(b)

Budget

(2).

(c)

Raising money from outside sources

(d)

Cultivating friends for the school/college:
business community,
trustees;

(e)

the alumni,

(2).

the press,

The
the

publications and marketing.

Seeing that programs and procedures are working to make
sure that the institution is not in violation of any
rules.
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2(a)
(b)

Budget/managing finances

(3).

Approval of positions to be filled,

both part-time and

full-time.
(c)

Facility construction—interactions with architects and
building authority.

(d)

Program reduction/elimination.

(e)

Raising money.

3(a)

Academic Planning/Leadership
conceptualizing mission,

(2),

ideally

programs and curriculum

development geared to the future of the school/college.
(b)

Development of resources for faculty
eguipment,

(2);

facilities to support staff,

Space,

their

procurement and repair.
(c)

Figuring out how to recruit and retain the best
faculty.

(d)

Communicating with faculty and department heads,

giving

reassurance to boost morale especially in hard times.
(e)

Committee work involving governance issues and
collective bargaining for faculty and students.

(f)
4(a)
(b)
'

Negotiations for program(s)

designated for elimination.

Communication with the college/school.
Program questions:

What courses will be taught,

type of staff is needed to maintain and develop
programs,

etc.
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what

The Responsibilities Most Demanding of
Administrative Skills.
The same pattern adapted for reporting the demand on
time will also be used in presenting the results for
administrative skills.
1(a)

The budget

(4):

This includes the decisions and

ability to manage the budget both in good and bad
times.
(b)

Unexpected intrusions from outside such as budget cuts
or compliance with mandated rules for athletes,
example,

for

drug testing.

(c)

Personnel matters.

(d)

Leadership - bringing the faculty to think in new
directions and encourage their development.

(e)

Making sense of many complex pieces of the history of
the unit;

bringing a balance and trying to forge ahead

without rocking the boat beyond repair.
2(a)

Interpersonal skills and guality in dealing with
people

(2).

This is especially so in reorganizing a

school/college, where people feel threatened by
uncertainties of change.
,(b)

Budget.

(c)

Ensuring the guality of the college;

involves hiring of

new faculty, making sure good faculty are retained and
ensuring the quality of the programs.
(d)

Higher level personnel decision—tenure,
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reappointment.

(e)

Communication
provost;

talking with the chairs,

mediating and facilitating,

faculty,

and

serving as an

intermediary between the administration and the
faculty.
3(a)

Academic planning,

conceptualizing of needs and

problems facing the faculty,
bring about change,
time of difficulties
(b)

providing leadership to

and progress and maintain morale in
(3) .

Selecting of key personnel,

department heads and

directors of graduate programs.
In summary,

the responsibility with the greatest demand

of time is personnel matters while the budget is the most
demanding of administrative skills.

The raising of money

from the outside sources and the budget were also reported
to absorb a considerable amount of time,

especially during

the hard economic times.

^—.—Which of these responsibilities would you attribute
their hicrh demand of time or administrative skills to
collective bargaining?
The majority of the deans,

77.8%,

reported that

collective bargaining does not affect the time and the
administrative skills that their responsibilities require in
any significant manner,

if at all.

Only two deans felt that

the union has affected their time and administrative skills.
One of these respondents said that the union has affected
the time it takes to handle budget matters.
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In his

discussion

of

take,

in good and bad times,

both

had any

the

effect

enormous

on this.

amount

of
I

time the budget
inguired

issues

if the union

The response was:

We have an enormous amount of procedures to
follow on this campus.
Ultimately those
procedures are heavily influenced by union
agreements.
(Dean I)
Another dean
some

felt that the presence of the union puts

strain on the ability of the dean to handle problems

between the dean and the
discuss matters

faculty.

Rather than coming to

directly with the dean,

the

faculty have the

tendency to run to the union with their complaints which
could have

been amicably resolved

the dean.

"In that respect

I don't
The

like

it"

I

in a collegial manner with

think

it's put some

strain on.

(Dean C) .

other deans

either

said that the union had not

affected the demand on their time and administrative
or

stated that

way.

it did not

Those who held the

procedures

are

instituted

personnel matters
additional

procedures

regarded as

for

in any substantive
indicated that where

fair and

impartial handling of

those procedures are not

caused by the union per se,
is

anyway.

administrative

latter view

for example,

burdens

administrator who

affect them

efficient ought to
In

because any

follow careful

such conditions the time and the

skills needed to execute the

routine

skills

functions

administrative requirements

be attributed wholly to the union.
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are

and cannot

For those whom the union did not affect their time and
administrative skills significantly,
is representative of their opinions.

the following statement
"I don't think

anything exceptional is reguired of me because of the
presence of the union"

(Dean F).

The others share the view

that "collective bargaining does not impinge on the daily
life of a dean"

(Dean D).

-What primary_factors do you consider in deciding the
responsibilities you delegate to your subordinates and those
you handle personally?
Six of the deans mentioned the ability of the person to
do the work as a factor they consider in deciding the
responsibilities they delegate to their subordinates.
includes the individual's experience,

This

expertise/skills and

the sensitivity to the issues that may be required in
performing the duties,

depending on the nature of the

responsibility.
Another factor which three deans said they consider is
trust.

This has a lot to do with a person's character and

application to duty.
The other factors the respondents said they consider
before delegating responsibilities include the nature of the
functions to be performed.
these.

For example,

routine work.

Three deans spelled out some of

they mentioned that they delegate most

They also mentioned the daily paper work that

has to do with personnel matters such as recruitment,
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reappointment,

tenure,

Affirmative Action regulations/

in the case of the budget,
accounting records,

and

the maintenance of the books and

and weekly update of budget numbers.

These are all delegated to their personnel and budget
staffs.
One dean stated that a person's job description is
considered/

another one said that the needs of the

particular unit determine the things delegated to
subordinates.

For example,

academic matters may be

delegated to program directors or associate and assistant
deans,

who may have expertise or special interest in a

particular area of need.
Two deans indicated that they give consideration to the
expectation of what should be accomplished.

One of the

deans handles this by giving explicit instruction on what is
expected of the subordinate.

The other dean holds a

discussion or discussions with the individual or group that
will be given the duty.
and clearly understood,

Once the assignment is agreed upon
the subordinate has the choice of

how best to carry out the assignment.
For the responsibilities the deans reserve for
themselves,

one of the main factors they consider is how

substantive the matter is.
factor.

One said,

Four deans mentioned this as a

"I concern myself only with the

substantive issues of personnel"
"the importance,

(Dean B).

Another stated,

the centrality of the topic,
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whatever it

is,

is the main thing that really I will

want to do it myself"

(Dean D).

feel that I would

To clarify that there are

certain things that can't be delegated and which the dean
has the ultimate responsibility for,

one dean said,

the line responsibility for this unit"

(Dean E).

"I have

Another

one responded that sometimes people would rather see a
situation handled by a dean than by the subordinate.
other times a direct action with the individual

At

is better

than a delegation.
Another factor which three deans said they consider is
control.

While most deans delegate a lot of things,

routine and reasonably important issues,

both

some stated that

they maintain control of important aspects of the job.
example,

For

one dean in talking about personnel and budget

issues said that while he delegates

"99% of that paperwork

aspect of personnel..." and does that "similarly with the
budget"

(Dean B),

he receives printouts every couple of

weeks which he reviews.

Another dean who said that he would

delegate some of the budget matters to the assistant dean if
he had one,

stated that he would ask for a weekly report of

the budget numbers.

Continuing he said:

I wouldn't wanna delegate the personnel process
in terms of the tenure, promotion, the writing
of the memos, the discussion with my personnel
committee....
I could delegate probably some
of the budget.
Week by week, I could ask an
assistant to give me some budget numbers.
But,
the final creation of the budget would have to
remain in my hands.
(Dean D)
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The element of control

is very vital for the deans'

proper accountability in administration.

However,

this does

not preclude allowing subordinates sufficient latitude and
flexibility in carrying out their duties.
delegation of

Extensive

important responsibilities may cause one to

lose touch with the issues going on in one's school or
college.

One dean discussed the suspicion he has about

associate deans which he said has been confirmed by deans
from other schools.

That is,

when you delegate certain

academic functions to an associate dean,

"you do to some

extent lose the hands-on feeling of what is going on in your
college,

and is hard not to have that happen"

(Dean B).

This happens because the responsibilities delegated,
time,

become the associate dean's area.

This

over

loss could

affect a dean's effectiveness and is a good reason for not
having an associate dean or for not wanting to delegate if
not for control per se.

Secondly,

department chairs prefer

to deal with the dean directly rather than an associate
dean.
Continuing,
picture,
B),

this dean rationalized why having a total

"the hands-on feeling of what is going on"

is important to him in these words:
One of the things that happens to me a lot is
having in my mind the fairly complete picture
of what is going on in my college over teaching
and research.
And when I have to make
decisions about resource allocations or
sometimes about promotions and tenure, is very
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(Dean

helpful to me to have that knowledge in my
head.
(Dean B)
The other factors mentioned are fairness.

That is

being considerate that one is carrying one's responsibility
and not dumping it on your subordinates.

Also the timing

and the nature of the responsibility were mentioned.
To sum up,

the ability,

trust,

and nature of the duty

were the factors most deans consider in making their
decisions on what to delegate.
importance of an issue,

On the other hand,

the

and the control needed to maintain

an effective and efficient operation so as to be accountable
in administering their schools/colleges were basic factors
that most deans weigh in deciding the responsibilities they
will handle by themselves.
■«

9.
Does faculty collective bargaining affect these factors
and your decisions on what to delegate and what to handle
personally?
The majority of the deans,

66.7% said unequivocally

that the union does not affect these factors and their
decisions on what to delegate and what to handle personally.
Most of the respondents simply answered
question.

One said,

gets much involved"

'No'

to the

"it is not a situation where the union
(Dean H).

To the rest of the deans there are certain ways and
areas in which the union might affect their decisions or the
factors considered in deciding the duties for delegation.
One such case is if a dean assigned some function to a
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subordinate and the subordinate felt that he or she could
not handle it and reported it to the union.

At any rate,

the dean who responded to this issue explicitly stated that
she would not assign any responsibility to a subordinate if
that subordinate did not have the requisite knowledge and
ability to perforin the assigned duty.
answered,

"not really,

not really"

a brief reflection on the question,

The dean first

(Dean C),

and then after

modified the answer as

explained above.
Another dean felt that the union could affect this in
some way.

He had reservation on the role of the union on

the decision on what to guide the delegation of
responsibilities.

He explained the matter as follows:

Well, I supposed in some way.
If there are
issues in the contract, then if I am gonna be
grieved, I would much prefer to be grieved for
something that I did or didn't do rather than
one of my assistants.
So if...the business is tenure, all sorts of
things are in the contract, and the merit
process is in the contract.
I wouldn't want an
assistant dean making merit judgements, for
example.
Again, so I wouldn't say that as if I
was sitting down to make a list of things to
delegate; I don't think the existence of the
union would really play very much of a role in
the decision in what to guide it or what not to
guide it.
I don't think that would be the
case.
(Dean D)
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U2-s-HovL_would you describe your working relationship with
the following;

The Central Administration Particularly the Provost and the
Chancellor
The relationships the deans have with the Provost are
mixed and varied.
were good.

Three deans felt that their relations

The descriptive words they used varied from

"reasonable" to "good" to "excellent" working relationship.
Two deans acknowledged that there was a mutual respect
between them and the Provost.

These deans,

this question and while answering it,

before answering

held a studied silence

before continuing their responses and with cautious
reservation said that the relationship was okay.
One of these two deans said:
problems there also.
(Dean G).

"We haven't had too many

I guess it is a good relationship"

The other dean responded,

"And with the Provost,

I have great respect for the Provost and I think he has
great respect for me.
do with a-a-h,

And in general we have very little to

we have a fine relationship;

it works fine"

(Dean H).
One of the two other deans described the relationship
as "one of constant vigilance"

(Dean C)

and the other

described it as "almost a schizophrenic relationship"
(Dean E).

These terms were used to describe the delicate

balance the deans have to maintain in order to get the
resources they need from the central administration,

218

while

representing the adversarial position the faculty take
sometimes against the central administration.
The deans perceived the Provost as a good person,
spoke positively of him.

Despite this acknowledgement,

and
one

dean in viewing the relationship in the context of the
treatment of individual units or groups of schools or
colleges in the university said:
Provost is a good person.
Is probably one of
the best Provosts I have worked with too....
I
don't think he has high regard for most
professional schools....
Because he doesn't
have a high regard for—my relationship with
him is one of constant vigilance.
(Dean C)
Of th$ other remaining two deans one of them spoke of
their relationship as that of "interaction on a regular
basis"

(Dean B).

But the other one speaking not necessarily

of his interaction with the Provost alone but also about the
general decision making mode said:

"Mostly the decisions

move from bottom up.

And the actual working relationship

is,

especially on this campus"

is not very high,

(Dean I).

With the Chancellor the response was more positive than
with the Provost.

Five of the deans viewed the relationship

positively and described it in words ranging from
"reasonable" to "excellent".

One dean with a different view

from the first five expanded on the relationship by
explaining that the Chancellor is.seen occasionally during
ceremonies.

This respondent observed that the Chancellor is

not interested in the daily operation of the university as
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some other Chancellors who want to know how the institution
functions in order to improve it are.

This person

commented:
He doesn't really get involved with the
detailed running of the university at all.
Some Chancellors are very interested in the
details of how the university works in trying
to make it work better and so on.
[Chancellor]
is not really very interested in that.
So as I
said, I see him socially, occasionally, of
course in ceremonies and things like that but
m terms of sitting down in his office and
talking to Chancellor—, if I do that once or
twice a year, I will be surprised.
(Dean B)
Another dean voiced similar opinion but added that he
could see the Chancellor whenever he wanted.

The meaningful

interpretation is that the deans have easy access to the
Chancellor and could see him if there was anything important
that they wanted to discuss with him.

However,

the

interaction is far from regular as is their interaction with
the Provost.

The bi-weekly meeting the deans have with the

Provost does not extend to the Chancellor.

Despite this,

they rated their relationship favorably.
The descriptions of the relationship by two deans as
"schizophrenic" or "not very high" are applicable to the
Chancellor as much as to the Provost.
From the verbal statements made and non-verbal cues I
observed and perceived during the interview,

the

relationship between the Provost and most of the deans is
far from harmonious.
more appropriately,

There is a seeming lack of openness or
a dictatorial stance in decision making
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seems to occur.

Some deans don't feel that their opinions

and advice are adequately considered or incorporated in the
institutional decisions.
However,

much of the responses from the deans depict

the difficult position the deans are in.

They are

accountable to the Provost and the Chancellor.

At the same

time they have to fight for the rights of the faculty and
students in their colleges/schools.

This requires what one

may describe as a balancing act or "a loyal opposition" as
one dean,

(Dean E),

put it.

The deans have to satisfy those

above and those below them.

Other College or School Deans
Most of the deans perceive their relationship with
other deans as good.

The deans don't have much of a common

forum for interacting with one another,

except at the Deans'

Council where all the deans meet with the Provost every two
weeks to discuss issues,

or occasionally, when there are

questions of general policy that come up, which need to be
discussed with the deans.

Apart from these, most deans deal

with other deans whose programs have some relevance to their
own school or college or who are involved in specific
committees where they have to generate recommendations for
the university as a whole,

or for the programs in their

schools/colleges.
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However,

many deans pointed out that they don't have

much interaction with other deans.

One dean's opinion on

this is representative of how most deans see the situation
and expressed it.
I see the deans, the other deans on every other
Tuesday we have the Deans' Council.
But
between Deans' Council I would say a-a-h unless
there is some particular issue that comes up
that involves my college and their college, I
don't spend a lot of time with the other deans.
(Dean D)
One dean spoke of the deans in this institution as not
being hospitable to new deans.

"I don't think that they are

a particularly welcoming group of deans"

(Dean C).

this dean's statement was a good observation,

While

it was not

meant to paint the deans generally with a wide brush as
uncaring or unfriendly people.
Another dean pointed out the problem and said that the
group could benefit if there were changes made in the deans'
way of behavior.

This dean asserted:

So as a group, we, I wouldn't even call us a
group...it is not a cohesive unit of any sort
and I think there is untapped potential that I
think, it could function much better if we, we
liked each other and worked together as a
group.
But we don't.
But, we, some of us like
each other, I am not saying that we don't.
But
I think as a group we just is kind of accident
of our positions that we come together every
couple of weeks and sit around the table....
(Dean E)
Some deans mentioned early on in this study that this
concern would be raised sometime in the near future in their
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meeting.

By the time the

interview was being completed,

one

of the deans said:
When we had our retreat I think we told the
Provost and the Chancellor that we thought
that, you know, they could utilize us much more
effectively and that we want them to do
something better and different that will pull
us together.
(Dean E)
These observations,

not withstanding,

described his relation with other deans as
(Dean F).

Another said,

graduates,

competing for resources,

and tighter;

one dean
"excellent"

"essentially we are competing for
and at times is tighter

that makes it a little more fierce,

otherwise the relationship is a friendly one.
one really"

but

It is a good

(Dean G).
*

Department Chairpersons
All the deans reported that they work and interact with
the department or divisional chairs very closely.
dean put it

As one

"constant interaction is actually at the center

of our activity"

(Dean I).

Some deans reported that there

is no day that passes without talking or seeing one of the
department chairs.

While the deans may not always agree

with what all the chairs say or want,
position of department chairs.

they do recognize the

Many indicated that they and

the department chairs work together as a team.

One dean

stated:
They are all appointed by me and we work
together as a very good team.
I think it works
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fine.
There are units that are tough; it's
okay.
We have a pretty good understanding
about that.
They have to make a case for their
departments.
(Dean H)
Another dean considers the chair persons as part of the
leadership team and gives them the authority to carry out
their responsibility.
relationships,

As a result of the good working

the parties are open to each other and the

trust the dean has for the chairpersons makes it possible
for the dean to accept most of their recommendations.

This

dean commented:
Chairpersons, I regard them as part of the
leadership team.
We meet every week, an hour
and half.
I listen to them very, very
carefully.
And to follow the responsibility, I
also let them have the authority.
Essentially,
we are working pretty together as a team right
now, I think.
(Dean E)
Another dean responded,

"Oh,

I think there is good

professional relationship....

We work very well together"

(Dean C).
The overwhelming response was that the deans and the
department chairpersons have a close,
relationship.

good working

This response ranged from one person who

simply stated of his relationship with the chairs as,
think is okay"
excellent"

(Dean A),

(Dean F).

to one who said,

"I would say is

The rest of the deans'

in between these two.
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"I

responses were

Informal—Faculty Leaders Like Personnel Committee
Chairpersons
Most of the deans said that they maintain good
relationships with the faculty executive committee members
of their college and interact extensively with them
depending on the needs that arise.

They also emphasized

that they have good relationships with department personnel
committees,

particularly the chairpersons,

frequently with them.

but meet less

Their involvements with either of

these groups or their chairpersons are mostly in periods for
promotion,

tenure,

hiring,

or if there is a special matter

that they would like to discuss with them.
specific,

There is no

regular or structured period for meetings.

The

choice of a new department chairperson or as one dean said,
the need

"just to catch up on things and to hear their views

on what is going on"

(Dean I),

can be a cause for meeting.

One dean said that the personnel committees usually
meet without him but he receives the reports when they are
done and asserted,
A).

"I have no difficulties with them"

(Dean

Another who admitted having some problem with the

department personnel committees stated:
At certain times I interact with them
extensively, the chair of the personnel
committee in the department....
Occasionally
there has been a problem...not often I am happy
to say, but it sometimes happens and it may
have been with the union.
(Dean B)
Regarding these relationships one dean simply said,
would say that was excellent also"
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(Dean F).

"I

The comment of

one dean reflects not only how important it is to work with
the faculty committee leaders,
factor in that endeavor.

but also the motivating

Speaking of the relationship,

this

dean stated:
Ah, I think good.
I work most closely with the
faculty executive committee.
I tried to be
available whenever they want me or need me and
we talk a lot about [how] we are a team, that
we are working together on things on behalf of
the school.
So what explains me is I could
have seen myself as a faculty member, and I am
doing this dreadful thing called being a dean,
[laughter] but I really have faculty interest
and a faculty perspective.
(Dean E)

Individual Faculty Members
Here,

as in the other cases,

the relationships the

deans have with their faculty members also vary.

Many of

the deans stated that they have close and pretty good
relationships with their faculty.
relationships are very close,

However,

not all of the

and describing them as good

relationships does not preclude occasional disagreement nor
does it entail the absence of some resentment on the part of
the faculty or the dean.
The following statements are illustrative of these
observations.
me.

One dean said:

"They usually stay away from

i don't have any specific problem with any specific

faculty"

(Dean A).

Another said,

"I tend to socialize

comfortably and ethically with the faculty....
relationships are pretty good"
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(Dean E).

I think our

In responding one

dean said,

"And that I can only judge on the kind of things

I have been getting back from the faculty;

and what I have

been told is that the relationship is excellent too"
(Dean F).
One of the issues that causes resentment as one dean
pointed out is retirement.

The retiring faculty "resented

the fact that they were at a stage in their position that
they should retire.

And I was a convenient target,

sometimes I resented it"

(Dean H),

said this dean.

Another

dean who admitted that having problems with some faculty is
part of the nature of the dean's job said,

"And I suppose

the largest category has to do with disagreement between the
faculty member and his or her department"

(Dean I).

Negative tenure decisions also cause problems.
In general,

most deans maintain a sort of an open door

policy so that faculty members can either make an
appointment to see them or depending on the nature of the
matter,

just walk in to talk with the dean.

The deans

*

realize that the faculty bring creativity into the
functioning of their departments and their colleges or
schools and so the deans try to keep in close touch with as
many faculty as have innovative ideas to offer or have
creative research projects they would like to pursue and
need money to carry them out.

Some deans

indicated that

they schedule a meeting at least once a year in which they
go around and talk to each of the departments in their
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schools or colleges.

One dean indicated that he maintains

close relationship with individuals in his department
because he may go back to teaching some day.

"I need to

keep my ties with my own discipline and with my colleagues
al"id friends,

and I have done that"

(Dean D) .

Apart from

these there are others in other departments whom he
considers as colleagues and consults with them informally.
As this dean said most faculty who make appointments to see
him "don't want advice as much as they want money"

(Dean D).

The signing of signature for grants and chatting with
faculty,

he said,

and individuals"

helps to "establish ties between the dean
(Dean D) .

•-in—your—opinion what impact, if any, does faculty
collective bargaining have on these relationships, in so far
as they relate to performing vour duties in personnel
administration?
Six of the respondents clearly stated that the union
has not affected their relationships with the various groups
and individuals in the^ performance of their duties in
personnel administration.

The quotations that follow

illustrate their views on this issue. . One dean's response
was,

»i say none....

I don't think most faculty in this

school want to be involved in the daily operation of the
school"

(Dean A).

response.

He said,

Another dean was more emphatic in his
"very little by the way on these

relationships we just talked about;
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virtually none,

virtually none"

(Dean B).

One other respondent said that

despite the fact that the union seems to affect everything
on the campus,

it has not affected his relationships

personnel matters.

in

As he put it:

Well the union is such as being part of this
campus that it affects everything you do.
But
there is no direct involvement of the union in
any of these day to day interactions between me
and chairmen or faculty or personnel
committees.
(Dean I)
Another respondent explained why the relationships are
not affected by the union.

This dean stated:

I don't think they have any impact on that....
The university and the union arrive at certain
agreements, is my responsibility to live within
those agreements.
And once the agreements have
been set, I understand that those are the rules
that we work by.
The faculty understands that
those are the rules that we work by.
So I
don't, I don't really see my relationship with
the faculty being affected by those issues.
(Dean F)
In contrast to the others guoted above,

one participant

saw the union as a positive force in helping to bring all
parties to work for the good of the school.
improved collegial relationship.

The result is

This dean said:

In terms of the impact that actually collective
bargaining has on relationships here in the
school, and my duties in personnel
administration, [I] am sometimes extremely
respectful of the people who have chosen to
become involved in the collective bargaining
process.
And so from time to time they will
get by and just tell me:
'here is what the
union is thinking of; here is what is coming
down', and we try to work collegially so that
you know, we inform each other.
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And I tell you, relationships are getting very
good, and they have been oriented toward
working together to bring good things for
people and for the school.
I think it has been
very positive.
(Dean E)
Two other deans felt that the union has had some impact
on the relationship.
thus far,

Reflecting on what had been discussed

one of these deans saw the impact on the

relationships

in personnel administration in terms of the

"unrelenting presence"

of the union and the fact that "some

faculty put too much faith in the union," and this dean
thinks that "they are making a big mistake"

(Dean C).

The other dean indicated that the union hinders
creativity in handling administrative matters,
considered its overall
minor.

though he

impact in personnel administration as

The expressed views were:
*

The existence of the union hasn't changed
things terribly....
You can't sort of be very
inventive in things so to say, well let's do it
this way or let's do it that way.
You have to
do it according to the book, or else you are
putting yourself in jeopardy in terms of a
grievance....
So I think that the existence of
the union hasn't had to me, hasn't had a major
impact on the personnel matters or are trivia
except you just have to follow the letter of
the law to avoid the, to avoid grievances.
(Dean D)

Budget and Resource Acquisition and Allocation
The way an organization allocates its resources
indicates where its priorities lie.

Those who have the

authority to control and allocate these resources command
great power and influence.

This section focuses attention
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on how the schools and colleges acquire and distribute
resources.

It explores the role of the dean in the

budgeting process and decisions and tries to uncover who
exercises the greatest power in the budget decisions.
Additionally,

the section examines the impact of faculty

collective bargaining on the budgeting process and
decisions,

considers other factors that influence actions in

this area,

and elicits suggestions on how to improve the

budgeting process and decisions.

1.
Please could you describe the process vour
school/college uses to develop its budget?
With minor variations the general pattern of budgeting
as described by the deans is that the central administration
gives the money for the budget to the schools/colleges.

The

*

deans use the previous year's budget as the guide for their
budget preparation.

Depending on the economic condition of

the institution they could increase or decrease their
current year's budget by one percent or two percent,
or below last year's buget,

above

though in the past few years it

has been mainly reductions.
Within the colleges or schools individual deans start
with a base budget.

When they get a reliable estimate of

what the budget allocation to their colleges/schools will
be,

they communicate the projection to their departments.

By interaction between the dean and his or her chairpersons,
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assistant or associate deans,
cases,

faculty committees in some

and the budget officer for the college or school,

the

dean is furnished the needs of each department or unit and
working collaboratively with these groups,

the dean is able

to make decisions on how the budget from the central
administration is to be distributed.

The money for salary

takes the largest portion of the budget,

and the personnel

accounts are pretty well determined by contracts.

In terms

of the operating budget the needs of each department or unit
are put in a priority order and either in collaboration with
department chairs or single handedly,

the dean decides how

much to allocate to each department.
In one college,

the dean stated that the budget is

distributed to the departments according to a predetermined
formula,

the components of which include undergraduate

enrollment,

graduate enrollment,

a number of graduates,

contract research,

items on

etc.

Another dean summed the budget process which he said
"is very much incremental budgeting"
questions which guide the decisions.
we spend this year?
year?

(Dean H), with specific
These are:

What commitment do we have for next

And how much do we have left over?

with it?"

"What did

And what do we do

(Dean H)

With the financial difficulties the university has been
experiencing recently the problem of budgeting has become a
matter of trying to figure out where to cut.

232

One dean in

talking about this with respect to his school said that the
situation is pretty much the responsibility of the dean.

It

is the dean's responsibility to handle and to decide where
the cuts should be made or where addition should be done.
The next set of questions were designed to elicit any
changes that have occurred in the budgeting process and
decisions and if they had anything to do with faculty
collective bargaining.

Because the background information

revealed that most of the current deans were not deans on
this campus prior to unionization they were asked to use
their perception of what happened here or in other
institutions they were in to gauge the experiences and
changes they have noticed if any.

However,

those who were

in the institution here but were serving in other capacities
were able to provide specific answers about the budget
situation then and now.

2.
Before the establishment of faculty collective
bargaining; did you use this same process?
The answers of the four deans who responded to this
question were that the process has remained the same.

A

dean who used his observation of what happened on a non
union campus equally confirmed that there was no difference.
This dean said,
[University X]

"is identical to what has been happening at
which is non-union campus"

respondent answered,

(Dean F).

Another

"is the same process that we have
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always used"

(Dean B).

Regarding the decisions about the

budget at the central administration,

one dean commented,

"is always been a matter of the decisions being made at a
higher level and brought down....
from the top"
(Dean D)

(Dean A).

It has always come down

Another dean simply answered "yes"

to the question.

Since all the respondents indicated that the process of
the budget has remained relatively unchanged,
which asked,

question 3,

"If there are differences, what are they?"

became mute.

-Has faculty collective bargaining caused any changes or
some other factors did, and if so could you explain?
Five of the deans said that faculty collective
*

bargaining has not caused any changes in the process of
budgeting.

One of these respondents said,

"The union has

really nothing to do with the budgeting process"
Another responded,

"I would say,

(Dean A).

in terms of budgeting,

faculty collective bargaining caused almost no changes....
Even now in difficult times,
had much effect on me"

I would say it hasn't really

(Dean B).

However,

there were

speculations that as the economic condition of the
university worsened,

the union might influence the budgeting

process and decisions.
The other deans saw the influence of faculty collective
bargaining on the budgeting process and decisions in terms
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of the salary and merit pay allocations and distributions.
In responding to this one dean said,

"Only in the sense that

the salary component of the budget is not really negotiable
because of the union contract....
(Dean C).

It imposes a constraint"

Another felt that the union places some burden on

the dean when there are salary increases especially the
distribution of merit increases.

This is because the dean

has to manage the increases and make sure they are
adeguately distributed.

With less increases

in the last

couple of years,

"the union activity has less budgetary

consequence.

All the budget decisions have to do with

decisions that have been made"

(Dean I).

One dean attributes any changes in the ability or
authority of the deans to make independent decisions to
crisis rather than to institutional structure or the
existence of the union.

According to this dean a major

crisis has a centralizing effect and its ultimate impact "is
a tendency for authority and power to be exercised at the
top"

(Dean D).
He went further to substantiate why he thinks the union

has not caused any changes in the budget process.
If you have a crisis the ability of the lower
levels to make independent decisions are very
often overridden by the needs of upper levels.
So I believe that if we had a major budgetary
crisis with or without a union, the deans and
the department chairs would have less
discretion than they, than they normally had.
So with or without a union, it is conceivable
that the Provost and the Chancellor would put a
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freeze on hiring and that freeze would stop me
from hiring even if I had the money, because
they just made the decision, political,
economic, God knows why.
(Dean D)
So that it is not the union per se that is the cause of
any changes?,
argue.

I asked.

He answered,

"Not the union I would

Now some people might say it differently,

argue that
crisis"

I would

it is not the union per se as much as it is the

(Dean D).

iL:-Would you say that your role in the budget development
process and decisions has expanded, diminished or is
unaffected by faculty collective bargaining?
If your role
has expanded or diminished, name which functions and how
they are affected.
Four deans said that their roles in the budget
development process and decisions have not changed or are
about the same.

One of them explained that the time spent

on the budget has increased because of the complex
procedures and the increase in the number of decisions.
This dean stated:
Well, I think that the role has stayed the
same, the amount of time spent on it has
increased.
And that is true with the good
budget years as well as the bad budget years,
because the number of decisions has increased;
the procedures have gotten more complex....
Is
more bureaucracy as a matter of fact.
(Dean I)
Another dean said,
(Dean F),

"to date they haven't been impacted"

and then explained how and where the union will

have impact.

The explanation was that the refusal of the

union to accept the implementation of the furlough would
lead to the firing of some people this spring,
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to meet the

budget demands.

"So the union action in that particular

situation impacted our budgeting for the college"
Two other deans

(Dean F).

indicated that it has decreased their

role or placed some restraint on what they would have done
if there was no union.

With respect to restraint,

one dean

who said that the union has not affected his budget
development process,

stated that,

"it may come into play at

the expenditure end;

when I go to spend money,

make sure because the union is out there,
bad times,

I have to

particularly in

that my expenditures are justified"

(Dean D).

The presence of the union would make a dean to be more
cautious

in spending money for such things as travel,

especially during bad economic times,

because

"there are

people who are watching these expenditures in the ways that
*

they may not normally be watched"

(Dean D).

actual preparation of the budget,

this dean emphasized that

the union has no effect.

Regarding the

"But I don't think that the

existence of the union plays a part as I sit down and try to
decide what next year's budget is gonna look like"

(Dean D).

The presence of faculty collective bargaining has
increased the role of one dean in the budget development
process and decisions.

As this dean explained,

increased admittedly it must be....
personal values,
union style.
as anything"

My guess

"is a solid

is that my

their inclusiveness fit real well with the

And so is a matter of personal values as much
(Dean E).

This dean clarified that the role of
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involving many people in the budget process was due to
personal predisposition towards

including others which is

said to be in accord with the union orientation.
Two other deans offered no opinion on this on the
grounds that their judgement would not be based on any
comparable experience as a dean prior to the establishment
of the union.
While the union may have left the role of most of those
responding to this issue relatively the same,

yet,

many

respondents noted that the severe economic conditions might
change the situation.

6.
In your opinion, what person or group has the most
power or influence in the budget development process, and in
making final decisions on the budget?
*

The state legislature and the governor were credited
with the ultimate power for the allocation of the budget to
the public institutions of higher education in the state
through the Board of Regents.

In the internal university

budget decisions where the Chancellor and the Provost
represent the central administration,
dean,

compared with the

the department chairs and the personnel committees,

the Provost and the Chancellor were said to have the
greatest power or influence in budget decisions.
academic area,

In the

the Provost was cited by the deans as having

the power regarding the lump sum money given to each school
or college.

However,

all the deans agreed that at the
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dean's

level,

when it comes to distributing the allocated

sum given to their individual schools/colleges,

the deans

have the greatest influence or power.
One dean's response to this question is representative
of the opinion the deans expressed.

This dean said:

In establishing the university budget the most
power is in—the governor's office and the
legislature.
On campus the most power is in
the Chancellor and Provost's hands.
Once some
allocation has been given to the dean for the
faculty, then the decisions are the dean's.
He
will make them with lots of consultation with
chairmen.
But once a budget is established,
unless part of it is taken back, then the dean
has the power to make decisions as to how it is
gonna be distributed.
(Dean I)
Another dean stated:
Yea, there is no question that the final
decisions in principle rest with the Provost
and the Chancellor....
But in terms of the
actual total dollar amount that you have, in
principle, the Provost is the final authority
for the academic area.
(Dean B)

7.
Has this condition always been the same with or without
collective bargaining?
The question required the knowledge of those who were
on this campus before the establishment of the union.
result only five deans answered this question.

As a

Four of

these deans noted that the union has not affected this
condition;
top driven"

that it has been pretty much the same.

"It is

(Dean A).

One other dean said,

"As long as I know yea....

My

observation as a department head watching the former dean
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and the

former Provost,

much identical"

I would say the process

(Dean B).

Another responded in a similar manner.
so.

is pretty

"Yea,

I think

I don't think the union collective bargaining has had

much effect on the fashioning of the budget.
them"

I haven't seen

(Dean D).
However,

one of these respondents explained that in

better days there is more discretionary money and the deans
and the departments have more discretion;
money however they want,
budget allocation,

they can use the

but the specific details of the

occur only after the lump sum has been

given and working these out ispretty much the deans'
concerns.
The fifth respondent observed that

"the union has been

more watchful about the expenditures over the past few
years"

(Dean I).

To clarify his statement he explained that

the union has played a direct role in examining the
expenditures of the university under the recent budget
reduction than ever before.

He noted that information was

given to the faculty and the union at the same time and that
they responded to people,

"made a

lot of suggestions about

how really people should be reducing things.
a bit of

interaction"

There is quite

(Dean I) .

The central administration seems to exercise the
greater power or influence than any other group within the
campus

in the budgeting process and decisions.
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However,

the

union has become

increasingly involved

in monitoring and

scrutinizing the way the budgeted money is spent.
result,
items

As a

the deans pay closer attention to the expenditure

in their budgets than before and make sure that they

can adequately justify their expenses.

-Which of the following factors affects the budgeting
process—and decisions?
(1) Financial condition of the
institution.-£2J Federal and state regulations,
—Faculty collective bargaining.
(4) Formal position
and/or professional expertise in budgeting.
(5) Enrollment
patterns.
(6) Any others (specify^.
The responses of the deans show that the five factors
itemized all affect the .budgeting process and decisions to
varying degrees.

All the nine deans unanimously

acknowledged that the financial condition of the institution
affects their budgeting processes and decisions.

Six deans

responded that formal position and/or professional expertise
in budgeting affects what they do while three responded that
it had no effect.
Five respondents said enrollment patterns affect the
processes and decisions,

one dean felt that the effect

depended on the dean's ability to demonstrate to the central
administration the need for additional
increased enrollment.

funding based on the

Two others emphasized that enrollment

patterns are given greater consideration at the
institutional

level than at the college/school

Regarding the federal and state regulations,
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level.

four deans

agreed that it has effect,
lot

(Dean C).

one said its effect was "not a

Two others said that state regulations

affect their budget processes and decisions but not federal
regulations.
In the case of faculty collective bargaining five deans
emphasized that it does not affect their budgeting processes
and decisions.

Two said it has an effect/

"very little impact on budgeting"

one said it has

(Dean B),

and the other

one indicated that the union's effect is not felt "except in
time of crisis"

(Dean D).

Some of the other important factors mentioned by the
respondents which affect their budgeting processes and
decisions were investing "seed money for programs that can
grow,

sure that is a sort of consideration of importance in

your budget process"

(Dean A).

Another dean mentioned the

ability of one's faculty to get grants and suggested that
the whole grant getting should be encouraged as a way of
helping your budget"

(Dean D),

including considering

development office and alumni funds.
"the fiscal condition of the state"

One dean mentioned
(Dean F),

and the other

suggested consideration of "what programs would help the
economic development of the state"

(Dean G).

Another dean talked about the leadership and vision
needed in budgeting in terms of an intangible.
I guess there is an intangible.
The intangible
ls trying to have the wisdom to see where we
want to go and to keep positioning the school
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so that we are not blocking our way of going
somewhere we want to go in the future.
(Dean E)

v*-Qf the—factors—indicated, which one has the greatest
impact,and the least impact on the part you plan in the
budget?
Eight of the deans stated that the financial condition
of the institution has the greatest impact on the part they
play in the budget.
above;

The ninth respondent said,

"None of the

it depends on the circumstances of the university.

am the only one who has real effect on the budget here.
others don't have any effect"

I
The

(Dean H).

Of the factor that has the least impact on the part
they play in the budget,
state regulations;

five participants said federal and

three mentioned faculty collective

bargaining and one stated:

"The least impact is

my...expertise in budgeting"
However,

(Dean C).

of the eight deans who mentioned the financial

condition of the institution as the factor that has the
greatest impact on the part they play,
indicated other factors.

three of them also

One mentioned federal/state

regulations and faculty collective bargaining,

another spoke

of professional expertise and the third one included the
enrollment patterns and the leadership quality of the dean.
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-What criteria do you use to allocate to departments the
following resources for teaching and research?

Funds
Differences exist in the way schools and colleges
allocate the funds to their departments.

However,

all the

deans involved in this research stated that the faculty
salary takes the bulk of their budget and they basically set
aside the amount for salary as specified in the contract.
Being a contractual obligation deans do not have any
discretion in distributing the salary of faculty.

They have

to pay them and no criteria is applied in this case.
For outside funds for research,

most of the money is

targeted for specific research projects and the deans do not
interfere with such funds.

However,

research trust funds

that a dean has control of are used to aid faculty in
research related projects only.
this respect one dean said:

Their use is limited.

In

"The criteria that I personally

introduced is to use my money for people who are in the
tenure stream,

don't have tenure,

their research in a proper way"

and need resources to do

(Dean D).

Another area where deans allocate funds to is teaching.
In this case the need of each department determines how many
teaching assistants will be allocated and their stipends
paid for.

As one dean said of this:

Teaching assistance is directly related to the
faculty, to the department's load; how many
students do they teach?, how many general
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education courses do they teach?, so the
teaching loads are intimately related to the
number of Teaching Assistants that a department
gets.
(Dean D)
The diversity in the way different schools and colleges
handle the distribution of funds is reflected by the
statements that follow.
criteria:

"Need",

of the program"
funds.

One dean uses the following

"high expectation" and "accomplishments

(Dean F),

as a basis for allocation of

Another said:

It is basically judgement, a lot of
discussion...1 don't seek agreement.
But I do
want people to understand why I am doing what I
am doing.
So we spend a lot of time in that
committee talking about why it is we gonna do
it; what alternatives have been considered.
(Dean H)
Regarding internal and state funds one said,

"we

distribute according to a formula based upon the relative
performance of the individual departments"

(Dean G).

Another dean adjusts the funds up or down based on pattern
of prior years usage.

Equipment
The departments in a college or school differ in their
missions and needs,

and these two factors were mentioned

most frequently by the deans as the criteria for allocation
of equipment to them.

Other criteria used are the number of

students enrolled in each department; research productivity,
the measure of which depends on the type of research or
professional activity and the quality of the work completed;
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judgement,

based on a lot of discussions with the

administrative committee.

One dean's statement summarizes

the process and the criteria used in his college.

Speaking

of the eguipment allocation he states:
That is done on a case by case basis.
We look
at how real the need is; we look at how much
that equipment will contribute to the continued
growth of the program; and we look at how
effectively they have used equipment that we
purchased for them in the past.
(Dean F)
Some deans stated that they also use equipment such as
computers to fulfill the demands of new faculty in order to
lure them to the institution.

Some provide equipment money

to a faculty member or department to help secure a grant.
One dean divides,equipment money equally among the different
units.

Secretarial Services
The primary criteria which most deans said they use for
allocation of secretarial services are research productivity
and the needs of the departments.

Also another criterion

mentioned by one dean is the size of the faculty in a
department.

The work load of the secretarial staff

increases as the number of faculty in a department
increases.

It increases even more where the faculty are

highly productive in scholarly research because of increased
publications and proposals for grants which according to one
dean,

"typically impacts on secretarial time heavily"
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(Dean B).

Equity considerations were implied by one dean

who said that three different grade levels of secretarial
staff are assigned to each unit in the school.

This dean

indicated that the parity has been out of balance because of
the lack of financial resources to maintain all units at a
par.

Space
In the allocation of space some of the participants
indicated that they don't have much to do with it.

They

allow the department chairs to handle space allocation.

One

dean said that the central administration provides the
guidelines on the minimum requirements for a department.
Using number of faculty,
how much space you need.
a case by case basis,
Provost"

number of graduates,

they tell you

Available space is reallocated on

"for new space I have to go to the

(Dean F).

The number of, faculty is one criterion used for space
allocation.
students,

Other criteria indicated include number of

number of Teaching Assistants,

contract research,

"how much grant and how many special spaces do they need to
accomplish the grant"

(Dean D).

Thus,

the needs,

functions

and activities of the departments determine their space
allocation.

As one dean stated:

The departments that have illusion to grant
getting usually need a lot more space than the
departments that don't get grants because the
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grants generate post doctoral people, lab
workers and all sorts of things.
(Dean D)

11.
Do the individuals who secure these resources influence
their distribution?
Almost all the respondents

(88.9%)

stated that the

individuals who secure the resources influence their
distribution.

One of the deans asserted:

case of external funding,

"Certainly in the

grants and contracts,

heavily they

influence their distribution to in fact almost total"
(Dean B).

Another dean said,

the money to work with"

"if you have a grant you have

(Dean G).

Regarding the

distribution of the money raised by the dean,

this

respondent said:
If it is discretionary money it belongs to me,
but if it is a contract research grant that has
to do with a certain amount of work, you give
it to a certain individual investigator.
(Dean G)
On the explanation of how the grant money is utilized
and especially if any overhead is involved in it,

one of the

respondents said that the principal investigator,

the

department and the dean each gets 10% of the overhead.
"There is a straight formula allocation," adding,

"by and

large we try to take the money and give it back to the
department that generated the fund"

(Dean A).

Another

participant added that the money is used for "what the
individual proposed to spend the money for"
the grant is awarded,

(Dean E).

Once

"there are not a lot of individual
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decisions being made.

We follow it to the

exactly what can be done"

(Dean E).

One dean responded "no"
however,
only

to this question explaining,

that his school does not raise any money outside

"very little.

some but

letter of the law

We don't have federal support.

is always very specific"

There is

(Dean H).

12.
Do the sources that provide the resources affect their
allocation?
Again,

eight deans or 88.9% of the interviewees gave

positive response to this question.

However,

which the provider of resources prescribes
from one source to another.

the degree to

its use differs

As some respondents stated,

not

all providers of resources stipulate how they will be used
and some do

it "in a very limited way"

(Dean F).

As one

dean put it:
In some cases yes; in some cases National
Science Foundation will give a professor a
grant to do a certain amount of work and write
a report, so it is all up to the individual in
this case.
(Dean G)
Another participant answered:
Yea, they pretty much decide that when they
give the grant.
They emphasize they are
responding to an application and they expect
when they fund it that it will be used in the
way it was described and that it is not going
to vary.
There is nothing else for us to do.
(Dean I)
Another respondent simply said "no"
response to this question.

However,

249

(Dean H),

in

the explanations that

some deans gave indicate that some donors for example,
alumni,

may give a dean some donation without restricting

its use.

in this case the dean can determine the use of the

resource;

in some cases the donors specify how the donation

will be used,

and in others where there is no stipulation,

the recipient or dean may abide by the words of the letter
of request or proposal which indicated the purpose of the
requested fund.

-In what ways do the generators of resources and the
sources (providers) of the resources affect vour actions.
and how do you satisfy their demands?
"
The provider of the resources and the individual
investigators who secure these resources,

through their

proposals in the case of research grants and contracts,
tremendous impact on the actions of the deans.

Also,

have

the

benefits they provide go beyond the institution to affect
the surrounding communities and sometimes beyond that.

Some

of these effects are outlined below together with the
actions the deans take to satisfy the needs of the
researchers and the providers of the resources.
One of the primary effects of resources on the actions
of the deans is that they give the deans the opportunity to
enhance both undergraduates and graduate education.
Secondly,

the principal investigators according to one dean

"can pay themselves 33% of the salary in addition to the
salary in the summer time-

(Dean A).
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Evidently,

the grant

money gives the deans the flexibility to retain professors
for research during the summer,
the researchers'

salaries.

since the grants pay part of

Additionally,

the intrinsic

reward from getting the grant also boosts the prestige and
morale of the faculty as well as the image of the college or
school,

which is a plus to the dean.

The availability of

resources gives the deans greater chances to fulfill the
different needs of their colleges and those of the state
than would otherwise be the case.
As one of the deans explained,

grants support more than

half of the graduate students in his school; the eguipment
and technical expertise provided by the grants help solve
problems in other departments and in the community.

They

enrich the general scientific and technological expertise of
the whole college.
the institution,

In addition,

from the point of view of

indirect cost incurred in execution of

federal research contract is a charge to the federal
government.

This,

in part,

enterprise.

However,

supports the whole scientific

funds earmarked for a specific

research cannot be consciously redirected to someone else,
he reiterated.
The researchers and the providers of resources through
their actions also help to offer,

particularly to the bright

junior and senior undergraduates,

marvelous opportunities to

get practical experience especially in science courses,
asserted another respondent.
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Regarding how the providers of resources are satisfied,
one dean's answer to this is representative of the opinion
of many other deans.
example,

This person responded:

"Well,

for

if it is a grant they get what they want as a

report of the research.
satisfaction"

If it is alumni,

they just want the

(Dean G) .

For a land grant institution,

the state would expect

proper attention paid to agricultural technology,
engineering and the general education of its residents.
Thus,

the limited accountability the state exercises over

the institution is intended to guarantee that state needs
are attended to in institutional programs.

The deans are

aware of this and try to fulfill the missions of their
colleges and schools,

which are integral parts of the

mission of the institution,
needs of the state,

and in this way fulfill the

the greatest provider of resources for

this institution.
To satisfy the demands of the generators of resources,
sometimes the deans help them secure research grants by
providing some university matching funds for cost of capital
eguipment by involving the Vice Chancellor for Research.
Another way the deans help is to provide space and
facilities for them to actually do the work they got the
money for.
And,

Some reduce the researcher's teaching load.

as one dean said,

another way to help the units that

have been bringing a lot of outside funds and a lot of
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overhead is to give them some funds to tide them over when
they are in dire need of help.

A comment by another dean

summarizes this issue of how demands are satisfied.

He

said:
Well, people doing a lot of research they tend
to get more space, more authority, bigger
raises.
They help to support more graduate
students as well; they get more graduate
students, they get more money for travel,
everything.
(Dean G)

14.
Is collective bargaining in any wav a factor in the
decisions for the allocation of resources?
If yes, in what
ways?
Five of the deans said "No" as an answer to this
question,
(Dean C).

and another one replied,
However,

"I don't think so"

three other deans indicated that faculty

collective bargaining has some influence in the decisions
for the allocation of resources.

Their statements

illustrate the ways in which this is a factor.

One of them

said:
I don't know how direct this is,, but the fact
that in our support accounts we divided up
absolutely equally, I think part of it is as a
result of collective bargaining influence I
would say.
(Dean E)
Another dean responded:
Well there has been any number of examples
where collective bargaining has resulted in a
specific fund, the Educational Needs money that
we had a few years ago for example.
And there,
the description of that fund, they tell you how
it was gonna be used.
So collective bargaining
has been directly involved with the expenditure
of that money.
The same thing will be true for
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merit raises and cost of living raises.
(Dean I)
The statements from the third respondent which follow
substantiate some of the views already expressed and expand
on the others.

This dean states:

Well obviously, I mean collective bargaining
plays a factor in some of the things.
For
example, in the union contract it says how much
money you get when you get promoted.
If you
get promoted to a full professor is $3,100.00,
that's in the contract.
So whenever I promote
somebody I have to pay them whatever it is that
is agreed to in the union contract.
Now I
would have to pay him something anyway, with or
without a union.
But this way it is a fixed
amount established by the union and in the
contract.
Another process is written into the contract.
How much is merit, how much is across the
board, how the money, what policy and procedure
is to be used in the expenditure of that merit
money.
That impinges on me in some way.
I
might conceivably do it differently.
But it is
outlined just in considerable detail in the
union contract.
There are also things in the union contract
about part timers, about how much money part
timers that are paid on a per course basis can
make and so on.
So yea, there is some
involvement of the union in the expenditure of
resources, that's true.
But a lot of those, a
lot of those rules would exist anyway.
(Dean D)
Reflecting on the promotion issue,

he indicated that

the administration would have a rule on how much money one
is supposed to pay for a promotion.

It would be

inconceivable for a professor who is promoted in one
department to get "$10,000.00 increase" and another one gets
"$1,000.00"

in a different department.
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In conclusion he

asserted,

"I think probably the nature of things requires

that there be a certain consistency across campus"

(Dean D).

15.
What do you find most difficult in the budgeting
process and decisions?
One of the things most deans mentioned as what they
find most difficult in the budgeting process and decisions
is not having enough money.

This lack of adequate resources

has other problems associated with it.

Some of those the

deans pointed out are inability to plan because of not
knowing what the budget will be and the instability it
creates.

Another one is inflexibility and lack of freedom

to act or use available resources.

One dean said the lack

of flexibility "represents a lot of institutional viscosity"
(Dean A).

Another one said:

What I find most difficult is [not] getting
clear base allocations.
I got to make
decisions most of the time without knowing how
much money^ I have or how free I am to actually
use the money available.
This campus is, [and]
has been for years in a state of chronic
uncertainty about its expenditures.
(Dean I)
Reflecting on the present situation specifically one
respondent indicated that the most difficult thing was to
decide where to cut,

which budget was going to be cut,

and

how they wanted to make the cuts and what the budget cut was
going to be.

And finally he added,

the current situation,

so it hurts"
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"It is hard to plan in
(Dean G).

Other difficulties in the budgeting process and
decisions mentioned include the difficulty to maximize the
effectiveness of financial resources at one's disposal;

the

problem of keeping track of the various accounts
particularly the "01 budget" because of the numerous
activities the salary accounts generate and being able to
know how much money you have left.

Also mentioned were the

difficulties in making the decisions to terminate people or
not to promote them.

Another difficulty is being able to

make people understand the rationale for the decisions you
make.

One dean spoke of this difficulty as "gaining an

understanding of why we gonna make a certain decision and
not other decisions.

Just gaining understanding,

people to understand what it is,

getting

why we think something is

more important than something else"

(Dean C).

16.
What do you find most useful in the budgeting process
and decisions?
/*

As many of the deans stated,

the budgeting process and

decisions offer them the opportunity for consultation and
deliberation with others in their schools or colleges,
through the budget discussions,
goes on in their colleges.

and

they come to understand what

They also spoke that the

interactions and openness with which they hold the
discussions generate a sense of trust and understanding and
the honesty and lack of secrecy help to dispel rumors.
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The

budgeting process also elicits innovative or creative ideas
from people and these ideas serve as a spring board for
solving problems in their schools/colleges.
The processes of budgeting and the decisions involved
in them have other uses.

They serve as a planning tool and

also give the deans the opportunity to exercise the limited
flexibility they have in the allocation of resources.

One

dean indicated that it gives him "the ability to reward
strong faculty," and "to have the strong faculty serve as
role models for the younger faculty"

(Dean G).

Another dean

talked about using the resources "to sustain things that are
important"

(Dean A),

mentioning as an example guality of

education in the school,
enterprises.

rewarding faculty and creating

Another talked about being "educated if there

are eguity issues"

(Dean F) .

The bulk of the budget money is principally devoted to
*

salaries.

As a result of this,

decisions,

one dean said:

accurate,

in talking of the budget

"What I find most useful is

timely information on salaries"

(Dean D).

17.
If you have suggestions for improving the budgeting
process and decisions what are they?
The suggestions for improving the budgeting process and
decisions focused on three main levels,
university level,

the state level,

and the school/college level.

the

For the

state level the major suggestions were that the university
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should be given fiscal autonomy;
biannual budgeting,
revenue estimates,
recent years.

that the state should adopt

be more careful or conservative in its
and be more planful than it has been in

Many deans also suggested that it would be of

great help if the state could allow the university to retain
money it saved in one year and use it when appropriate
rather than return it to the state at the end of the fiscal
year if not spent.

This would encourage more careful

planning before available funds are spent.
One dean felt that the problem with the state was the
inability to clarify its priorities.

This dean's solution

to the budgeting problems and decisions is that the state
has to recognize that it has to make "some hard decisions
that they can't be all things to all people....

Somebody

has got to make some very tough decisions as to what is
important and what isn't important"

(Dean A).

At the university level one dean suggested that the
university needs greater consultation in its budgeting.
asserted:

She

"The university will benefit from broader

consultation" pointing out that sometimes the decisions on
the budget come down as if they were "fait accompli" and
cautioned that "none of us is so wise that all our decisions
all the time are the right ones.
process,

I think,

And so a more open

will serve all of us better"

(Dean E).

in the case of the state there was a suggestion that the
university should be more planful.
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Another dean suggested

As

that "it would be nice if the deans had a bigger role in the
overall budget"

(Dean G).

Another suggestion was that there

should be "a more formal procedure for requesting
allocations and receiving them between the deans and the
central administration"

(Dean I).

One final suggestion on

the university level budgeting was that there should be an
inbuilt accountability in the budget.

As this dean put it:

And I think we will also benefit from a greater
degree of simple, direct accountability.
By
which I mean if we were better able to say
clearly in advance how we intend to use our
money we would stand a better chance, I think,
of actually using it that way.
That still
depends on the background of stability.
If we
have that then these other things will be
possible.
(Dean I)
On the school/college level there was suggestion that
the schools/colleges should have their own set ups of
computer programs that allow the deans to do their
budgeting.

Secondly,

the university should provide a

uniform budgeting package that would allow the deans "to go
in and do the things that we need to do for budget planning"
(Dean I).

This dean explained that they are "still in the

mode- of writing things down" and that providing the uniform
budgeting package "would be very,

very useful"

(Dean I)

Summary
The budget development process has remained relatively
unchanged in any significant way.

However,

the decisions

concerning the allocation of resources have been impacted by
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the presence of faculty collective bargaining.

Although,

only a small number of the deans pointed this out,

there is

no denying that the union influences the allocation of
resources for merit pay and cost of living adjustments at
least.

One important information which this section

provided is that the budgeting process gives the deans an
opportunity to understand what goes on in their schools and
colleges and to exercise limited discretion they have on the
allocation of resources.

To what degree they are able to

exercise this discretion in the distribution of resources is
influenced principally by the financial condition of the
institution and the state.

The section also offered

opinions for improving the budgeting process and decisions.

Planning and Curricular Program Development
To maintain or develop a school or college with quality
programs and outstanding faculty is usually one of the
primary objectives of any dean.

This section reports on how

the schools and colleges plan and develop their academic
programs and curricula.

It explains how the deans affect

these actions both at the planning stage and during their
execution.

Finally,

the section analyzes the impact of

faculty collective bargaining on these issues and documents
other factors that influence the actions in this area.
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1.

Describe the process your college,

uses to plan academic programs
new courses,

curricula,

school or faculty

including the development of

and degree requirements.

The presentation here

is a synopsis of the views

expressed by different deans.

The opinions have been

synthesized to give a general view rather than replicate
various versions described by the deans.
In general,
departmental

new courses are developed mostly through

initiatives.

The initiatives often originate

from the faculty and sometimes from students by suggesting
areas of

interest they would like to take a course in.

Sometimes a new faculty may initiate action in an area of
his or her interest or a group of faculty may perceive that
the field has changed and decide to develop a course.

In

each academic department or unit in the university there is
a curriculum committee,

typically an undergraduate

curriculum committee and a graduate curriculum committee.
From time to time these committees assess the curriculum at
both levels.

Also the accrediting agencies and the

university's general education requirements and changes
necessitate an evaluation and infusion of new materials or
development of new courses and programs and degree
requirements.

Once the courses have been developed,

requirements and needed changes outlined,

the

the department

forwards the recommendation for the course to the college
level curriculum committee for review and then to the
faculty senate for approval.
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In the case of the development of a new major or a new
graduate or undergraduate program,

the process is much more

complex.

Sometimes a dean initiates action in these areas.

However,

where the undertaking will substantially impact on

the resources,

the dean gets involved even if the faculty

were the ones that initiated the program.
of ambitious,
However,

Usually a couple

creative faculty originate new programs.

where a dean initiates the idea,

his or her action

is mainly to try to get a core group of faculty who show
enthusiasm about the idea;

the dean draws their attention to

the advantages it will provide,
the students,

for example,

education for

more efficient use of resources,

and how it

will affect the overall programs in the school or college
and then supports the program with resources.

When a

consensus is reached the proposal is communicated to the
rest of the faculty and their agreement and cooperation
solicited.
According to some deans who have been involved in the
development of new programs,

the project entails a great

deal of interaction with members of the school or college.
The planning,

in some cases,

materialize.

Also,

takes up to two years to

many deans indicated that they encourage

the development of new perspectives in departments.
dean stated:
It doesn't always take the point of new
programs and degrees.
But it takes the point
of revisions of the curriculum, additions of
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As one

new courses or introduction of new materials
and sometimes new degree program.
(Dean I)
When asked what specific action a dean takes to elicit
certain actions in curriculum development,
new program,

new courses or

this dean responded:

Well, I encourage lots of interaction between
our faculty and faculty from other campuses.
And I encourage departments to invite people to
come here and participate in seminars,
conferences, colloguia.
Some of the campuses I
have so many of their ideas in the office and
the other special topics.
I ran a program
myself.
I developed some new sort of
institutional settings for integrated activity
such as...X encourage departments to be forward
looking in their attempts and to be directly
involved in all of these things.
(Dean I)
In summary,

to develop a new program there must be the

demand for the program,

there has to be some good bright

people in the faculty who could bring the program to
national recognition by their reputation.

Also,

there must

be a concerted effort involving many people within the
school/college working together.

Advanced planning,

weighing the financial,impacts and the available resources
to make the project work are all essential factors that are
considered.

Above all else,

faculty cooperation is a

primary factor.

As one dean said,

are out of luck;

the faculty do it"

"without the faculty you
(Dean B).

in general

the reputation of a college/school is built by faculty; you
recruit good,

bright faculty and provide them with adequate

resources.
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—-In your—opinion does faculty collective bargaining
affect this process and the decisions involved in it: in anv
way?
Please explain.
Eight of the nine respondents to this question
decisively answered that the union does not have any effect
here.

The other one felt that the union has increased the

faculty's impact in this area.

Responding to the question

this dean explained:
I think that in collective bargaining the
stance is that faculty should decide basically
faculty matters, and the academic portion of
our enterprise.
Our faculty are in charge of
doing that and obviously the administration
needs to lead and persuade in certain ways.
But basically because of faculty collective
bargaining the faculty have a major
responsibility there; that's good.
(Dean E)

^-How would you describe your relationships with the
department chairpersons in programs planning?
Pops
collective bargaining affect these relationships, and in
what way?
Most of the deans indicated that they have very good
and close relationships with the department chairs in
program planning.

Some emphasized that such close a

relationship is very important especially when you are
developing a new research program because on the long run
the chairs are the ones that their day to day operations and
success of the program will depend on.

However,

some said

they support the department chairs in what they do and don't
get too ultimately involved.

Some rely on the Associate

Dean for interaction with the department chairs on program
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planning,

while others indicated that they work

cooperatively with the division chairs to urge the program
directors into program planning and development.
As to whether collective bargaining affects the
relationships between the dean and the department chairs in
program planning there was an overwhelming response that
collective bargaining does not affect this relationship.
However,

one dean explained that program directors are

faculty members and belong to the bargaining unit and
therefore the dean and the division chairs are respectful of
that in their handling of program planning,

indicating that

it goes back to "faculty deciding in academic matters"
(Dean E)

In other words they defer to the program directors
*

and the faculty in this area.
Another dean in explaining how faculty collective
bargaining affects the relationships said:
Somewhat it mandates that we retain faculty
that might not be retained otherwise.
So we
end up haying to bring up that program rather
than getting the faculty to match the program.
So, in that respect yes, but generally no.
(Dean C)

±2_Do you perceive any shift in your role anri
responsibilities in academic program planning versus those
of the faculty which could be attributed to facility
collective bargaining?
The nine deans who participated in the study responded
that faculty collective bargaining has not caused any shift
in their roles and responsibilities versus those of the
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faculty in academic program planning.
were

Most of the responses

no" or "I don't see any shift" or "none that I know

of. "

Traditionally,

academic program planning is an area

that falls into the faculty domain and the faculty seem to
have always exercised a substantial control in decision
making in this area.

Though administrators usually urge for

changes and make suggestions,

they implicitly understand

that academic program planning is an area where the faculty
should have significant input and deans defer to them in
many respects.

The financial support reguired to accomplish

needed changes comes from the dean,

no doubt,

but in terms

of shifts in the roles of the dean versus the faculty not
much has changed.
perceptible,

If any shifts have occurred they are not

or at best they are indirect.

One dean explained the situation by sayingi
I mean I see a difference in our role.
I
believe that the curriculum belongs to the
faculty.
I make suggestions as though I were
another faculty member.
But, I don't have
control over it.
That belongs to the faculty
and then in that sense, that the faculty are
bargaining unit members, I suppose it has an
influence but nothing direct.
(Dean C)

5^. . Which other factors influence the planning of academic
programs and their implementation in your college/school?
The majority of the deans,

66.7%, mentioned resources

with special emphasis on financial resources and the
availability of competent faculty.
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Other resource

components identified less frequently were equipment and
space,

students'

the program,

interests and rights and their demand for

the need to serve the state—public service.

This is seen as a vital and integral part of the mission of
the university and is considered in program planning to
fulfill the land grant part of the mission of the
institution.

The interests of the constituency that hires

the graduating students or has expectation for off-campus
delivery of educational programs and research also affect
program development.
Other factors are what is happening in the profession,
which includes the national standards,
accreditation rules,

accreditation and the

the demographic changes and their

impact on the student body and faculty orientation in the
21st century.

As one dean noted,

this will entail more

diversity and reorientation of the faculty to be forward
looking and involves "the art of bringing a lot of new
people"

(Dean E).

6.
What impact does collective bargaining have on your
decisions regarding the implementation of the plans?
Five respondents stated that collective bargaining has
no impact on their decisions on the implementation of the
academic program plans.

Four others felt that the union has

some impact on the implementation of the plans.

The view

expressed by one of these four deans was that the faculty
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must have major input and that unilateral action is
impossible in the presence of the union,

adding "there is no

way that an administrator or dean can say this is how it
must be done"

(Dean E).

Two other deans felt that the

impact may be indirect in that the bargaining decisions on
salary can affect the hiring of faculty who may teach the
courses in the curriculum,,
One dean emphasized how the union's power can disrupt
all the plans the deans and the central administration have
if the union is opposed to the programmatic proposals for
change.

Using the issue of furlough,

this dean explained

that all plans made based on the presumption that the
furlough would be implemented without effective opposition
from the union had been dashed.
would have happened 15 years ago,

Contrasting this with what
he concluded that the

administration's decision on furlough could have been
implemented.

Further he expressed that the union could

oppose spending money on programmatic development preferring
that the money be better spent on people already on the
payroll.

7.
if there are specific areas where vour actions and
decisions have the greatest impact on the Planning process
the execution of the academic proctram plans, where are
they?
The provision of financial resources and the decisions
involved in this was mentioned by five deans.
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Three deans

specified decisions concerned with filling faculty
positions.

This is especially important in that the* future

standing of the college or school depends on the quality of
the faculty to a great extent.

Three other deans also

mentioned their personal influence in the intellectual life
of the faculty.

One of them said,

"I am always discussing

the substance of ideas that might be developed in different
departments"
informal,

(Dean I).

the urging,

21st century"

Another spoke of it as "the
the inspiring to orient toward the

(Dean E).

The third dean who elaborated on

this said:
I probably have a broader picture of what is
going on nationally than the faculty do.
I am
more in tune with what the new thinking is,
more advanced thinking in my curriculum.
I
probably offer a kind of critical approach.
I
hope that I can get them to expand what their
current thinking is into the new ways of doing
things.
(Dean C)
The fourth,
development.

mentioned by two deans was new program

Those who commented on this aspect indicated

that they were the driving force in bringing about the
development of new programs to their colleges and schools.
One of the deans explained the need to define where the
school or college is,

recruitment of faculty with the kind

of credentials that would ensure the long term future of the
school and helping to create a stable situation where the
faculty will be able to address the future needs of the
school.

He emphasized the setting of goals and their
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implementation as a place where a dean could play a vital
role in planning.

Another one spoke of the articulation of

a more efficient deployment of the existing resources and
the persistence to make the planned project happen
especially in hard economic times.

iL*-What plans are made to meet the financial and other
resource needs of your colleae/school?
The most frequently mentioned plan the deans make for
meeting the financial and other resource needs of their
schools and colleges is the aggressive solicitation of
outside funds from the federal government,

corporations,

alumni and other organizations and individuals.
specified this plan.

Five deans

Some,deans stated that they personally

undertake raising of outside money and others explained that
they encourage the faculty to write proposals to funding
agencies while they support them with funds for the proposal
writings.

Yet there are those who indicated that they do

not engage in solicitation of funds personally.

One speaks

at the alumni meetings in various cities to explain the
condition of things at the university and to encourage the
attendees to give funds when such money is solicited by the
alumni association.
Two deans cited the budget as the plan to address their
college financial and other resource needs.
to this question one dean said,
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In responding

"from my point of view

that's the budget.

To me the budget is a one-year plan to

meet the financial and other needs of my college"

(Dean D).

Another dean clarified this point and expanded on the issues
involved in the generation of revenue particularly outside
funding.

He said:

Well, we really look at all those activities as
part of the budgeting process.
We expect that
a certain level of outside funds are coming in.
We expect that we have a certain level of
volunteers by the way of participation in some
of our programs.
So all those are looked at in
the process of budgeting.
(Dean F)
Another dean's answer to this question was "keep some
reserve...that you can draw down without impacting on the
day to day operation of the department"

(Dean A).

Asked if

he solicited outside funds he responded that outside fund
solicitation is a short-term strategy,

and that in a school

like his "there is not that resource base"

(Dean A),

citing

other schools and colleges where pursuit of outside funds
would be a meaningful undertaking.
The strategy one dean employs at the university level
is continually communicating and reminding the central
administration what the needs of his college are,
memos,

writing

making the arguments and he emphasized "you have to,

is an on-going process.
(Dean B).

Don't take anything for granted"

He undertakes strategic planning for ways to

secure more efficient utilization of resources,

for example,

creating a center for utilization of high technology
equipment.

He noted that both the dean and the departments
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solicit funds on ongoing basis and indicated that the
relationships established with the corporations result in
the donation of equipment,

award of scholarships and student

employment.

-In your_experience as a
bargaining—in any wav affect
cultivate outside sources of
and other resources for your
of new faculty?

dean, does collective
your role and/or ability to
revenue, and generate financial
college, including recruitment

Seven or 77.8% of the deans responded negatively to
this question with such statements as "No";

or "No,

never seen any problems along those lines";

or "None that I

know of."

I have

Two other deans said it has had some impact.

One

of them mentioned that the impact in terms of faculty
recruitment concerns salaries and the equity adjustments
that arise.

In this respect the dean explained that making

equity adjustments in salary "takes out some of our faculty
salary we might use to hire someone else...because it means
distributing resources whether it is one unit or one person
and it takes away from someone else"

(Dean E).

The other dean indicated that faculty collective
bargaining does not influence getting outside resources very
much,

but emphasized that it is a problem in faculty

recruitment and limits ones ability to build a new faculty
for example a research faculty,

because it is almost

impossible to fire a faculty member.
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Asked to explain what

those who refused to come here because of the union gave as
their specific reason,

this dean said:

It is associated with the trademark of
profession, the fear that they would rather be
in a university with a strong faculty senate
rather than a workers' union.
Or they think of
themselves as workers professors.
They thought
of idea of being governed in that way by union
according to the union rules, standards, like
the idea that the union breeds mediocrity.
(Dean C)

10,

How do the following factors affect your planning for

faculty staffing and development?
(1) Federal state
regulations, (2) Faculty collective bargaining,
(3) Financial condition of the institution, (4) Enrollment
patterns.
The question was posed to access how the specified
factors affect planning for faculty staffing and development
%

and which ones the deans felt were having the major
influences

in this area.

All the nine deans interviewed explained that the
financial condition of the institution has a tremendous
impact on their planning for faculty staffing and
development.
factor

Some of the views were that it is the major

in comparison with the others.

The quotations that

follow are representative of the opinions many deans hold.
One said:
Oh yea, I mean that's the crucial one....
The
activity of planning requires a certain amount
of stability and a certain amount of
consistency and predictability.
We don't have
any of that right now.
So the whole planning
process from my point of view is, it doesn't
make a heck of a lot of sense right now.
You
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got to think about the future certainly, but to
sit down and engage in a very elaborate plan
for my faculty when I don't have any idea of
what is going on in terms of our overall budget
seems to me not a very useful activity.
(Dean D)
Another dean reiterated and expanded on the impact the
financial condition of the institution has on planning for
faculty staffing and development.

This dean said:

It affects it a lot, is the major factor.
[In
what way?]
Well, we can't hire anybody right
now.
Well any new programs are going to be
carefully worked at...and the courses we offer
have been reduced.
There is a lack of TAs and
a lack of faculty or whatever....
in the
current situation we are not allowed to replace
faculty who leave or retire.
It is a very
difficult situation.
(Dean G)
Six of the deans emphasized that enrollment patterns
also affect their planning for faculty staffing and
development.

Two others indicated that presently enrollment

is not a problem and that in the short run it has no effect
but admitted that in the long run it has a big effect.

Only

one dean said unequivocally that it does not affect his
planning for faculty staffing and development.
Commenting on how enrollment patterns affect planning
for faculty staffing and development,

one dean said:

In the short run it has no effect.
In the long
run, of course, it has a big effect.
Well, we
kind of believe if we didn't have any students
we probably wouldn't be able to keep the
faculty in its kind of size.
So we are
conscious of the numbers to the extent that we
don't want to be a lot lower on the student
faculty ratio...because that in the long run,
we believe, that will lead to smaller state
appropriations.
But we don't want to be a lot
higher because it means that our faculty will
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not be comfortable and be able to do as much
research.
So we try to stay in rough balance.
(Dean H)
Another dean commented on the problem that enrollment
decline will pose in the future.

He asserted that the

problem of enrollment decline will be
how to redistribute the faculty.
The problem
of the next two or three years will be how do
you use the faculty in light of the declining
enrollments.
We are just beginning to really
think seriously about it.
(Dean B)
In the case of federal and state regulations,

five

deans felt that they influence their planning for faculty
staffing and development.

One dean commented that the state

is "extraordinarily regulated"

(Dean B),

and that that is

having a negative effect on the faculty morale sometimes.
Continuing he said,
leave;

"it increases the rate at which people

it tends to discourage them from making an effort...,

so I think it has that effect"

(Dean B) .

Another said,

"Well they influence that from the standpoint of how they
limit the uses of dollars"

(Dean F).

Two deans felt that

federal and state regulations have no effect in the planning
for faculty staffing and development.
Five deans said that faculty collective bargaining does
not affect their planning for faculty staffing and
development.

Some of their responses were:

It doesn't affect that at all.
None that I can think of,
No,

it has no effect.

none.

(Dean H)
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(Dean G)
(Dean D)

One dean indicated that it has no effect but modified
the statement by citing an exception.
think,

He said,

"I don't

with the exception of the impact on the budget,

don't think it affects the planning"

I

(Dean F).

Two other deans stated that it affects their action in
planning for faculty staffing and development.
explained how this happens.

One of these

He said:

It is always a factor, there is no way to
separate it all.
If raises occur and we are
out searching, we have to have enough money
that we can be competitive.
(Dean E)
Another one summarized its limiting effect in what can
be done when planning for faculty.

This dean stated:

Is just limiting in the sense that I have
already discussed that I am not free to alter
the faculty, bring in the kind of faculty I
like, [research oriented faculty], I mean I am
kind of stuck with the faculty that I have.
Is
not a bad faculty, but I mean, it imposes some
limitations.
(Dean C)
When asked if it was in terms of firing somebody,
dean said,

"Sure"

this

(Dean C) .

11.
Which of these four factors has the greatest impact on
the planning for faculty staffing and development, and which
has the least impact?
The financial condition of the institution was
specified by six or 66.7% of the deans as having the
greatest impact on the planning for faculty staffing and
development.

Two other deans each identified financial

condition of the institution and enrollment patterns jointly
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as having the greatest impact.
factors,

One dean mentioned three

federal and state regulations,

faculty collective

bargaining and financial condition of the institution as the
factors having the greatest impact.
For the factors that had the least impact on the
planning for faculty staffing and development three deans
stated that federal and state regulations had the least
impact.

Two deans said that faculty collective bargaining

had the least impact.

Two other deans,

each mentioned both

federal/state regulation and faculty collective bargaining.
One dean said that enrollment pattern had the least impact.
To summarize,

the financial condition of the

institution and the federal/state regulations have the
greatest impact and the least impact respectively in the
*

planning for faculty staffing and development.

Summary
Most of the deans explained that the initiative for
academic program plans,
courses,

especially development of new

comes from the departments.

Nonetheless some deans

participate in course development and changes and have been
the prime movers for new program developments in some cases.
Seven of the nine deans stated that collective bargaining
does not affect the processes and decisions in program
planning.

Most deans responded that the union does not

affect their relationships with the department chairs in
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academic program planning.

All the nine deans asserted that

collective bargaining has not caused any shift in their
roles versus those of the faculty in academic program'
planning.

Five deans mentioned that collective bargaining

has no impact in their decision in implementing the plans.
While four said it has some decisive effect citing the
problem that unions could create by opposing the
administration's decisions,

for example the implementation

of the furlough and the way it affected their prior plans
and decisions.
The most important of the other factors which influence
academic program planning is resources.

This was mentioned

by 66.7% of the deans with emphasis on financial resources
and competent faculty.

The deans also indicated that the

provision of financial resources together with the decisions
this entails is the area where they exert the greatest
impact in the program planning process and implementation.
Seven or 77.8% of the respondents stated that collective
bargaining does not'affect their ability to cultivate
outside resources including the recruitment of faculty.
Only two deans held opposite view.

-The deans explained the

various ways in which federal/state regulations,
collective bargaining,
institution,

faculty

financial condition of the

and enrollment patterns affect their planning

for faculty staffing and development.

All nine said that

the financial condition of the institution has the greatest
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impact on this,
addition,

and three mentioned other factors in

while the federal/state regulations have the least

impact on planning for faculty staffing and development.

Suggestions for Improvement and Rationale_for—Expressed
Perspectives
In this section the deans were asked to make a summary
statement of the impact of faculty collective bargaining on
their roles and responsibilities.

They also made an

evaluation of what they found most helpful and least helpful
in the performance of their duties.

They expressed opinions

on how to improve the dean's role in the administration of
public,

unionized,

state colleges and universities and

offered advice that may be helpful to a new dean or an
aspirant to a decanal position.

Finally,

they commented on

what they would do differently in the absence of faculty
collective bargaining and articulated their overall
perceptions on faculty collective bargaining involvement in
the institutional decision making processes.

l
Does faculty collective bargaining make your role and
responsibilities as a dean more difficult or does it make
them easier?

Please explain.

Three of the deans who participated in the study said
that faculty collective bargaining makes their roles and
responsibilities more difficult; two said it makes them
easier;

two others answered that it makes them both easier
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and difficult,

and the other two responded that it does

neither.
For those who said it makes their roles and
responsibilities more difficult one major theme in their
explanations was that the union limits their discretion to
act.

The way the union impacts on their flexibility is most

noticeable during the bad financial times.

One of these

deans commented:
If you asked me this question say two or three
years ago I would have said it makes very
little difference.
I think I have to say now
that it does make my role, my responsibility
and role as a dean a bit more difficult than if
there were no faculty union....
Anything that
limits your flexibility in bad times, in
difficult times, does make your job harder.
Flexibility is something I never understood
until I got into this job....
Without
flexibility it's awful.
The fact is that the
union does cut down the flexibility; in good
times you probably don't care; in bad times you
see it.
For example, the ability to get my views to
impact on the central administration in hard
times is less because contractually the
administration, has got to listen very, very
carefully to the union.
So, all in the affairs
the dean can say that we think a certain
position is an obvious one that we should
follow.
Fifteen years ago if we said that
pretty unanimously it probably would have been.
Now if the union is strongly opposed to
it...there is no way it is gonna happen...so
that's another way of saying that flexibility
is limited.
(Dean B)
Another dean explained that the union is another
intermediary body between the dean and the faculty making it
difficult for the dean and the faculty to resolve problems
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on a face to face basis.

Continuing on another issue this

dean said:
The union limits my ability to build the kind
of faculty that I would like to build, because,
you know union contracts.
The union's goals
are definitely in direct conflict with my
goals.
The union's goals are protect, to
protect the individual members and my goals are
to build the best school of-in the country.
(Dean C)
The third dean outlined the areas where the union makes
things difficult.

One is during the hard economic times,

"in the bad budget context it has made them somewhat
difficult"

(Dean D).

He indicated that the union tends "to

create a kind of adversarial relationship between the
administration and the faculty" and that "they have a
mindset which seems to imply that the interests of the
administration are quite different than the interests of the
faculty"

(Dean 0).

The implication being "as though when I

make a decision is for my own benefit and not for the
benefit of the faculty"

(Dean D).

Contrasting this situation with the pre-union days he
said:
I didn't feel that kind of restraint or that
kind of adversarial relationship before there
was a union.
I think the union helped to
create a kind of hostility between the
administration and the faculty which is always
there with or without the union to some extent,
but which the union plays a part and develops
' to a greater to a greater extent than it would
be without the union.
(Dean D)
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Reflecting on the union's primary concern with its
members he felt that the interests were limited and that the
union sidetracks the interests of the entire university and
even blames the administration for all ills.
situation,

he asserted,

This

polarizes the faculty and the

administration and is not beneficial to the faculty either,
he concluded.
As he put it:
And I think the union, the whole idea of
unionization relates to questions of working
conditions and salaries and so on for
bargaining unit members.
And so there is,
there is a tendency for the union to be
primarily and almost overwhelmingly concerned
with their own membership and somewhat less
concerned with the well being of the university
as a whole.
That's my, that's my opinion on
this matter.
And in difficult times like now,
we need to see that we are all in this together
and we really need a closer relationship
between the administration and the faculty.
I
think the union pushes, pushes them apart and
makes the administration a target for
everything that is going wrong in a way that I,
that I find aggravating and not helpful.
I
haven't found the union being helpful for this
group in this context.
(Dean D)
For those who indicated that the union has made their
roles and responsibilities easier or helpful one of them
said,

"In so far as interfering with day to day operation it

doesn't,
salaries,

is not a problem.
it is helpful"

In so far as helping get higher

(Dean A).

Another one responded

that the union has made the role and responsibilities "by
far easier"

in the sense that everything is "specified and

we know what we are supposed to do once it is agreed;
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and

yea

it

is

really

commented that

straight

the

agreements

they weren't

it would

what we have

to do"

The

still

and

easier

(Dean

E).

This

"are basically

be

spelled

out;

dean also

fair...but

if

we would know

(Dean E).

two deans who

difficult

forward"

said

it has made their

explained the

jobs

both

situation this way.

One

said:
Well it makes it both.
It limits my
discretion.
But it also makes it unnecessary
for me to make discrimination on very important
issues.
So I don't have as much discretion,
but I don't have also the responsibility either
of making discrimination on salaries in quite
the same way.
I mean if you say to me are
there some faculty members around here that I
would not give a raise to, were we to have some
money for raises, the answer would be yes.
But
I don't but that would be a painful decision
that would be very difficult.
Ah, but I don't
have to, I can't make that decision.
So
therefore, the union constrains me.
But it
also makes it easier.
So the answer to your
question

is

Commenting
on his

authority

both.

(Dean H)

on the potential

threat of

the union's power

and the need to be watchful,

this dean

said:
In general the union is not a major factor in
anything that is important to me.
Yea, but the
fact that it exists means that it is a source
of power; and you always have to worry about a
source of power trying to move in on the areas
that I control, because power tends to expand.
So,
[it is] something to be watched but not to
be worried
The

about yet.

other dean

created

lies

in the

As this

dean put

(Dean H)

stated that the difficulty the union has
careful

procedures

it:
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one has

to

follow.

It's
just

been more difficult in some ways.
I can't
decide to give equity raise to someone

without following careful procedures that are
agreed on between the union and the central
administration.
Ah, easier in other ways in the sense that the
system of clear procedures and checks and
balances... complex and cumbersome in many ways,
still allows us to follow the known paths
agreed upon first for getting things done.
that sense it makes things easier.
But the
complexity of our procedures is not some of
what makes my job easier.
There is almost
nothing that I do that doesn't require

In

conformity with complex procedures, not even
minor appointments.
if this were a private
school without a union, we would do those

in

things much more directly and efficiently and
on a more collegial basis, in an ideal
situation more so.
(Dean I)
Of
duties

the

two deans who

felt that the union makes

neither more difficult nor

It

doesn't make

one

it more difficult and

doesn't make it easier.
complex.
(Dean F)
The

easier

It

of

their

them said:

it

just makes

it more

other dean simply stated:

It doesn't have much effect at all.
As a
matter of fact it hasn't effect; that's right,
that would be my feeling.
That's what I have*
said so far.
(Dean G)

—-What would you

say

is

the most

beneficial

faculty collective bargaining on vour role
detrimental effect?

Three
from the
faculty
these

legislature

collective

also

and the mo^t-

deans mentioned getting more money

state

as

that

the
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for

the most beneficial

bargaining on their role

indicated

effect of

existence

of

as

salaries
effect

dean.

the union

One

of
of

"regularizes and bureaucratizes relationships"

and to the

extent that bureaucratic rules promote consistent and non
arbitrary treatment

"that's a virtue"

(Dean D).

He added

that having these rules helps the promotion of equal
treatment,

but the detriment is that bureaucratic rules also

stifle creativity and impinge on flexibility.
Two mentioned procedural changes and how they have
affected their roles.

One of them said that "Personnel

procedures now are incredibly clean and fair...,
always pretty good outside,

they were

but I believe that having the

union has forced us to be extremely careful and really very
meticulous

in dealing with major personnel decisions"
%

(Dean B).
union's

Reflecting on the past expectations of the

impact he added:

So I think in fact, actually and most people
thought there was gonna be no beneficial
effect, but mainly really negative.
I think
having watched it now for over a decade, I
think the fact is it has in fact benefit.
(Dean B)
The other dean said:
I think it takes pressure off me because we
really have designed a very careful, specific
process, for instance on personnel matters.
* And so I don't have to worry constantly, am I
being fair or any of those things.
It really
has been extremely helpful in that way.
(Dean E)
Two deans spoke of the most beneficial effects

in terms

of faculty involvement and cooperation in decision making.
One of them said:

"The beneficial aspect is that it has
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involved the
promotion,
that

faculty more in some of the decision making,

tenure adjustments"

(Dean F).

Another stated

"it encourages real cooperation in mutual decision

making for faculty and even students"
he said,

"there

(Dean I).

Continuing

is more real power in the hands of faculty

on this campus than other campuses that I have experience of
and that's a positive feature of this campus"

(Dean I).

For further clarification and justification of the
statement this dean made,

I asked,

the union and in what way?"

"Do you attribute that to

The response was:

Well, I think the union was formed because the
faculty was feeling extremely besieged and
jeopardized because of how the state was
treating the university.
And I think that in
the long run the faculty union has helped to
keep this campus viable.
I think that is a
tribute to the efforts of the faculty and the
cooperation between the faculty and the
administration.
(Dean I)
For the other two deans the union had nothing
beneficial to offer to their role.

One of them said,

can't think of a beneficial effect"

(Dean G).

"I

The other one

after enumerating the constraints the union imposes simply
*

answered,

"No"

(Dean C),

when asked if there was any way the

union makes the dean's role easy or beneficial.
As to the most detrimental effect of collective
bargaining on the role of the dean five of the respondents
stated that the constraint or loss of flexibility which the
union causes

is the most detrimental effect.

The

constraints mentioned included the limitation on their
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"ability to recognize the very productive people" while
tending "to egualize the spreading of the benefits"
(Dean F);

limitation on their ability to build the kind of

faculty they want;

limitation on their ability to impact on

the central administration especially during bad economic
times,

constraint on "faculty assignment" and "retention

(Dean A).
Two deans mentioned the problems the procedures cause
as the most detrimental effect.

One person talked of it as

a "severe case of procedural log jam" commenting,

"we are

increasingly having to follow more and more procedures to
get things done"

(Dean I).

However,

he observed,

"it is not

simply the result of collective bargaining by any means"
(Dean I) ,
difficult.

indicating that the state also makes things
The other dean's concern was with what she

called the "mechanical" or "technical" errors that could
happen in procedural matters that result in revision of very
important decisions such as in tenure denial

(Dean E) ..

One dean mentioned the union's impact on merit award as
the most detrimental effect.

He said,

"the most detrimental

effect is this concept of lowering salary raises to a
minimum amount for merit.
be dedicated to merit,

More of the salary raise should

to better guality program"

(Dean G).

Another dean saw the most detrimental effect as the
existence of separate power blocks with different interest
groups each protecting its area of influence.
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This

sometimes becomes confrontational.

This dean pointed out

that the union is independent of the faculty in terms of its
role in governance of the institution.
becomes a separate center of power.
position,

As a result it

Where the union takes a

the faculty senate takes another position and the

administration takes a different position,

then,

there is a

problem because in that case the union which is supposed to
be working closely with the faculty senate,

becomes a

contestant in an issue as a result of their separate sources
of power.

He asserted that these groups in trying to

establish their turfs,

become confrontational.

this affects the dean,

he responded,

noise in the area.

Asked how

"it just creates more

You just have to concern yourself that

you don't alienate those centers of power as you go forward
in trying to do your job"

(Dean H).

^-What do you find most helpful and least helpful

in the

performance of your duties as a dean?
Seven deans said that good relationships with the
people they work with are what they find most helpful in the
performance of their duties.

Some typical responses were:

. Good working relationship with the Provost is
extremely helpfulAnd then the other
constituency would be the people I work with in
the school and I mean it in all stations and
roles and levels—staffs, students, faculty,
administrators.
(Dean E)
Another dean limited the group that are most helpful to
department heads and senior faculty.
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He said:

Certainly what is most helpful to me is having
good relationships with my department heads and
my senior faculty, knowing that I can count on
them and they could feel free to come to me and
tell me what is on their mind.
(Dean B)
What the deans find useful in these people they work
with include trust,
informed.

openness,

One of them said,

to me is a well informed,

"I would say the most helpful

very responsive staff in the

college and very important in
administration].
find most helpful,

Then

responsiveness and being well

[X]

he added,

okay,

hall

[meaning central

"Those will be,

I am not saying they are.

would be the most helpful and necessary to me"
Another dean said,

I will
They

(Dean F).

"Probably my support staff and

responsive faculty are the most helpful"

(Dean C).

Two other factors mentioned by two deans as being most
helpful to them were good budget and the discretion to spend
the money one raises.
For the least helpful,
by almost all the deans,

the reduced budget was mentioned

88.9%,

with emphasis on the

hardship the lack of financial resources has caused.
dean said:

"The least helpful is beyond our control.

been the disastrous financial situation.
everything we're in.
aspirations"

(Dean E).

It's

It's complicated

It's ruined some hopes and dreams and
Another spoke of "the terrible

uncertainty in budget's resources,
action,

One

that's a huge problem"
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disability to take

(Dean I).

In addition to the lack of resources one dean blamed
the state government for "inefficient and unthoughtful way
in which it tends to operate"
more mistakes,

damaging,

function as dean"

indicating that it "leads to

I think,

everything including my

(Dean B).

4.
What is the most difficult problem you have encountered
and how did you handle it?
Two deans had the budget cuts as the most difficult
problem they have encountered.

One of the deans said,

most difficult problems have been budget cuts"
His answer on how he handled it was,
lot of difficulty....

"The

(Dean G).

"We handled it with a

We try to spread the pain equally

around the different departments,

that's all"

(Dean G).

The

other dean responding on how the problem was handled said,
"By being open about what we are doing,
as communicative as possible"
Also,

as consultative and

(Dean E).

two other deans mentioned firing people

especially decisions leading to the firing of faculty
members.

One of them said,

"The most difficult problem that

I encountered was terminating a faculty person.

I handled

it through negotiations with the union and the provost's
office"

(Dean C).

The other dean answered,

"Negative tenure

cases... decisions which wind up in basically firing people,
I think those are the kinds of decisions that I find most
distasteful,

to have to fire people"
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(Dean D).

Regarding

how I handled the problem the response was,

"You have to

deal with them sort of one on one because those are very
tough decisions"

(Dean D).

The procedure involved prior

interview and discussion with the individual and being
convinced that the decision was the right one at the time it
was made.
For the other deans,

each had a different problem he or

she encountered and considered the most difficult.
spoke of "the elimination of two academic units"
as the most difficult problem he encountered.
he handled it he said,
communication,

One

(Dean F),

Regarding how

"And we handled that by a lot of

a lot of explaining,

allowing enough time for

everyone to be heard before the actual action occurred"
(Dean F).

Another spoke of faculty "ego" and said he

handles it "carefully" by "developing the consensus" and
"understanding views of others"

(Dean H).

The issue of

faculty ego is also a concern when one is developing a new
program or trying to make some changes in the existing ones.
This was explained by one dean who spoke of the greatest
problem he encountered as being "creating something new"
especially "reconfiguring something that exists"
For example he mentioned,
them together,

"taking two departments,

creating new undergraduate majors.

people feel that their traditional ways are being
challenged"

(Dean B).

(Dean B).
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joining
These

His strategy for handling the problem was to avoid
creating resentment by being gradual in the development of
the anticipated change,

being patient,

creating a new

graduate program first,

which enabled people to realize that

they could work together in new ways that are actually good.
Having established that trust and confidence,

then the

departments were encouraged to get together and join forces.

^-What

three or more suggestions would you offer for
improving the dean's role in the administration of public.
unionized state colleges and universities?
Four deans suggested fiscal autonomy.

The rationale is

that if the institution has fiscal autonomy the deans will
play a greater role in the determination of the budget both
for the whole institution and for their specific colleges
and schools than they do at the present time.
Many deans felt that they are not adequately involved
in the running of the university and that they are
underutilized.

As a result of this perception they

suggested that deans should have a greater voice in the
planning process for the university and for higher
education.

One said dean's "knowledge is not used

effectively as it should be in the planning for higher
education.

If there were more systematic ways in which our

advice' and recommendations were part of the larger planning
process,

we would be better off"

(Dean I).

As this dean

commented the involvement of dean's roles "doesn't have to
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be direct involvement,

personal involvement.

involvement by reports,
seriously.

It could be

recommendations that are taken

And we don't have that now"

(Dean I).

In line with the above reasoning one dean recommended
that authority be matched with responsibility.

He suggested

that in good times the deans should have responsibility for
using the money well,

and when the times are bad the deans

should make the decisions as to where they will make the
cuts.

Continuing he commented:
There is a mismatch between the authority and
responsibility in most public institutions.
And the more you can work to get the two
matched at the dean's level, at the department
level, on every level, the better that could
be.
So I would give the deans more
responsibility and then the authority to match
it.
(Dean' H)
Other suggestions offered were that if an institution

is going to have collective bargaining "it would be better
to have a campus wide unit"

(Dean D).

offered this suggestion explained,

As the dean who

having multicampus

bargaining unit "muddles the waters and makes the solution
to our problems much more difficult"

(Dean D).

Essentially,

the issues that are important to one campus may not be that
important to another campus.

By having multicampus

bargaining unit it becomes a problem to reconcile the
interests of the faculty in the two campuses during
collective bargaining.

The compromises one campus makes

during the bargaining session may severely affect the
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functioning of the deans in another campus because the needs
and requirements of each campus may be different.
One dean suggested that deans should have "more
autonomy" and said "which means getting rid of the union"
(Dean C).

Another suggestion was that a dean should be

allowed to make administrative decisions himself or herself.
In other words,

the central administration should not make a

decision such as cutting travel money.

"Let the dean decide

whether he or she wants to cut travel or cut equipment or
cut something else,

I mean those... autonomy from union,

relative autonomy from the administration and necessary
support services"

(Dean C) .

A final suggestion was that deans should be a source of
help to other deans;
another,

they should be "able to rely on one

to call each other up if they have a question and

not feel threatened"

(Dean C) .

§-•-If you had three pieces of advice to give to a new dean

or an aspirant to the decanal position,

what would they be?

The pieces of advice offered by the deans are
summarized below.

Where the same piece of advice is given

by two or more deans,

it is listed once only.

The pieces of

advice offered are:
1•

Be sure you have good lines of communication to your
departments,

both to the department chairs and to

department faculty.
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2.

You have to be a good listener.

3.

You need a lot of patience and a lot of persistence
because things take time and you have got to keep after
things otherwise not much will happen.

4.

You have to be a pretty generous person and be willing
to delay gratification and to get your gratification
through the faculty.

5.

You also have to have a "steel clad ego" because once
you are a dean the faculty put you in an adversarial
position which is not pleasant.

6.

Create an environment in which the faculty can function
at an optimal level; however establishing an
environment that allows faculty to teach,
and to do research alone will not do,

to publish,

because they are

not going to respond to it in the manner you thought
they would respond.

You need to have some kind of

sanction to impose so that they actually do those
things,
7.

though not everybody for sure.

It is good to establish good relationships with all
deans,

to develop a good, working relationship with the

provost and be accessible to students.
8.

Understand that the job is not a technical job but a
people's job which requires keeping constant contact
with the people,

primarily the department chairs if you

are to be effective.
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Be straight with people and tell the truth as you know
it.
Develop many constituencies with a view towards strong
ties,

towards honest supportive relationships,

example,

with the central administration,

your school/college,

for

people in

people in other schools/colleges,

the state department of education and the national
organizations.

Very often those relationships and

trust are what wind up lending you support in critical
times.
An aspirant to the deanship needs to have significant
experience and toughness to deal with personnel
matters.

Toughness does not mean a tyrant,

ability to deal with personal,

but the

emotional issues

involved in handling personnel matters.
Quickly establish what your goals are for the
college/school,

and quickly get the department

administrators involved in planning the future of the
college.
The overriding concern should be the quality of the
college—improving the basic quality of the college.
Work very hard to obtain outside support.
Spend some resources to encourage and attract women and
minorities to your school particularly in science and
engineering.
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16.

Preserve your energy,

keep a sense of humor and let

people know very clearly that you are working in their
interest.
17.

Master your resources,

know the faculty well and how

the institution works.
18.

Never underestimate what faculty would do for a few
additional dollars.

19.

Evaluate how the university works,
departments and faculty,

the strength of your

make some sense of how the

unit is perceived across the campus then build strong
ties with department heads to make sure you are all in
the same boat and build the constituency from inside.
20.

Figure out the best way for the university,

make sure

your faculty is with you in the direction you want to
take the school,

and that the institution is able to

advocate that which you believe is appropriate role for
your faculty.
21.

Don't be in a hurry and don't try to change the world,
figure out how much of the incremental change you can
make,

let the faculty see that what you are doing makes

sense to them and be sure that you can speak for them.
22.

Remember it is a game.

Say anything you want but don't

put it in writing.
To explain what is meant by a "game" the dean who gave
the advice said:
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There is a certain kind of theater, if it is
the faculty, if it is the position individuals
take it is the position the departments will
take.
And it is a game of chess and you have
to enjoy the game.
If you take it personally
or if you expect people to be motivated by
altruism, they are not, they try to win the
game.
(Dean H)
The collective opinions of these deans capture the
vital elements an aspirant to the deanship or a new dean
needs to know which may be helpful in carrying out the
responsibilities of a dean.

In a summary form,

human relations and managerial skills,

vision,

experience,

to communicate and to build a cooperative,

ability

trusting

relationship with people are all important characteristics
to have,

to successfully carry out the duties of a dean.

build a guality program,
decisions,

To

effectively make personnel

and undertake meaningful changes in a college or

school reguire experience, patience, persistence,

courage

and a good sense of humor.

!_•_Did you find any of the following items helpful and
which one would you recommend most?
(1) Formal training in
administration (courses or internship).
(2) Independent
reading of the literature on college and university
administration.
(3) Developmental seminars in
administration with a focus on the deanship.
(4) Any others
(specify^.
In responding to the item on formal training in
i

administration in the form of courses or internship three
deans said they did not find that helpful.

Two said they

learned a little from internship while four emphasized that
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internship was very help to them.

Included

in this

internship was what one called

"hands on experience"

(Dean A),

"internship model of

or as another put

progressive experience"
head or chair,
For

it

(Dean B),

such as being a department

or a director of a program.

independent reading of the

literature on college

and university administration four deans said
helpful while five others

found it to be somewhat helpful.

In the case of developmental seminars
with a

it was not

in administration

focus on the deanship five of the deans

that they did not find them helpful.

indicated

Three others said they

might find them helpful but were not sure since they had not
attended any.

And one dean responded that it was somewhat

helpful.
Most deans recommended having experience of an
administrative nature and where possible a variety of other
experiences before assuming the post of dean,

the one

experience emphasized most was having experience as a
department chairperson.
Some of the comments were:
I would certainly recommend that if you are
gonna be dean that you have the experience of
the department at first.
It is very, very
important.
(Dean G)
I couldn't have been an effective dean without
the internship of being a department head, I
couldn't have.
The internship model of
progressive experience has been terribly
helpful.
(Dean B)
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Experience is far more important than formal
course....
So I think you got to sort of live
and experience the way things are done on a
particular campus.
(Dean D)
I am suggesting internship, hands-on watching
other people operate in a situation of their
own administration, there you are finding
what's good, what's bad, making determination
of what is good and what is bad, what is
working and what isn't working.
Hands on experience I think is the very best
thing.
Observing as possibly as you can get to
that service situation, the better you are.
(Dean A)
One dean's comment highlights the problem most
institutions have with developing good administrators.

He

suggests that potential administrators should be identified
and given the opportunity to do different, things besides
teaching and research.

His statements were:

A lot of different experiences, one should be
given as many opportunities for experience
throughout the institution as possible.
All
quality institutions have to struggle with
this; they want their very best faculty to
become dean some day, but they also make sure
that their very best faculty are protected from
having any experience other than teaching and
research; is a real dilemma.
You have to rely
on their ego and their intelligence to rescue
them from the mistakes they are bound to make
as deans.
(Dean H)
In addition to the items specified in the question,

the

things which other deans said they found useful and
recommended for others are:
good role models.

advice from other deans and

One dean expressed that there is no

specific training needed for the job except being a faculty
member or some sort of internship.
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He therefore cautioned:

You have to like the activity not just the
occasional clear way of getting something done,
because most of the everyday life of a dean is
not glamorous at all.
There is a lot of paper
pushing involved and is endless....
I assume
you have to take a certain pleasure in actually
doing all the nitty gritty work that is
required.
(Dean I)
Another dean advised that one should develop the
leadership and administrative skills before assuming the
position of dean because there is not time to learn them on
the job.

8.
What things would you do differently in the absence of
faculty collective bargaining?
This question aimed at eliciting alternative actions
and procedures to what is being done currently assuming that
the union has adverse effect on the existing ones.
expected,

there were important changes indicated.

As
The

results here seem to show that the union has effected many
changes that impinge on the deans'
responsibilities.

actions or

The four main areas where suggested

alternative actions would reverse the existing conditions
are in the amount of money for merit raises,
hire and fire faculty,

the reward system,

the ability to

and the swiftness

in decision making and execution of duties.

Without a union

deans seem to suggest they would do things with more heart,
more gusto,
is,

take more risks and act more explosively.

the union serves as an alert watch dog,

go off,

which makes the deans more careful,
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That

ever so ready to
more cautious,

more conservative,

and more prudent in making personnel

decisions.
One of the deans in responding to the guestion said:
Not a heck of a lot actually, I probably in the
merit process, I would put more money into
merit than into across the board raise.
I
would like to be able to have a greater ability
to reward people that I think are making a
major contribution to the reviving of the
institution.
And I am restricted on that by
the processes we developed over the years in
the union contract.
But as far as the procedures are followed I say
enough, a lot of what I do is in the [X] book
and pleases the union and has not been
overruled by the union.
And so I don't feel
like there is a heck of a lot that I would do
differently.
I can talk, personnel processes
are basically reasonable and sound; criteria
for tenure and all these things are not out of
line with what happens at other universities of
similar operation and quality.
So I don't
think I'll do very many things differently than
what I do.
But there are few things like the
reward, the reward system, would be different.
(Dean D)
In connection with the changes that would be effected
regarding faculty hiring and firing,

another dean said:

I will probably make a careful look at my
faculty to see if they are meeting the needs of
the school.
And if they weren't, either
counsel them to do that or else terminate them
and hire faculty.
So I would have, I'll
probably have fewer hiring practices and firing
practices.
(Dean C)
One dean explained that if there were no collective
bargaining there would be another set of understandings that
i

would be very important and in place.

And what he would do

differently would be based on what those set of
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understandings were at the school.

He cautioned that there

are ways by which decisions are made and that one should
understand those before proceeding to change things.

In

concluding he said:
What I would do differently is find out what it
was that we were doing to make the same
decisions and be very careful about changing
them.
(Dean H)
He noted that the union was created because these
decisions are very critically important and that the
institution will have a way of making those decisions.
Some of the other deans offered the following opinions.
One said,

"I might worry less about grievances,

haven't had any of those.,

but I

I think that collective

bargaining and the spirit that pervades that

[are]

so much

my spirit I can't imagine doing anything very different"
(Dean E).

To clarify this statement the dean said,

"I think

you are trying to be fair to everybody and give everybody
access and I think that's what collective bargaining is
supposed to be about any way.
much difference"

I don't think it would make

(Dean E).

One dean simply emphasized that he would do nothing
different with the phrase "nothing different,
different"

(Dean G),

as his only answer.

nothing

The comments two

other deans made compliment the conditions presently in
place since they would have instituted them if they were not
established earlier.

One of them said:
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Okay, if the faculty union wasn't here I would
probably establish the equivalent personnel
committee in some way or another.
And in
addition I would make sure that there was a
grievance process.
(Dean F)
The grievance process would be above and beyond the
personnel committee and there may be an ombudsman or
something where the college could turn to for help in
resolving differences,

he added.

The other dean indicated that he would act more quickly
in his decisions but not necessarily doing things
differently.

Further he praised the process of interactions

between the faculty and the administration which he
attributed to the faculty union.

He stated:

There are a lot of things I would do more
quickly.
I am not sure I would do them
diff1erently.
I actually admire the way in
which collective bargaining has led to the
process of interaction between faculty and
administration.
And I think that a lot of the
constraints on deans are appropriate.
But if
there were no union and these constraints
weren t there I would tend to act more quickly
in my decisions.
(Dean I)
Finally,

one dean commented that he thought that if

there were no collective bargaining the relationships of the
deans with the central administration would have been
closer.

Concerning what he would do differently his

statement seems to imply no change assuming he means that
the life of a dean is intertwined with the "faculty,
department and so on" and that would be the case with or
without a union.

He said:
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But in terms of the way I live my life as a
dean, dealing with the faculty, department and
so on, I don't think it would be much
different.
I don't think collective bargaining
has had a very big impact at all.
(Dean B)
However,

other comments suggest that qualitatively

there would be enormous differences in style,

speed,

force,

and direction.

9.
Some people are of the opinion that faculty collective
bargaining is adversarial and too political in orientation
and runs counter to the collegial model of decision making.
Others believe that collective bargaining is more democratic
and allows greater participation in the processes of
decision making.
What is your view?
The responses addressed the major elements of the
question in separate units.

Two deans expressed that

unionism is adversarial in nature and that this
characteristic has been displayed in the relationship
%

between the union/faculty and the administration.

One of

these deans agreed completely with the statement that
collective bargaining is adversarial and too political in
orientation and runs counter to the collegial model of
decision making.

The other one disagreed with the notion

that collective bargaining is democratic and allows greater
participation in decision making.

.

He said:

I don't think it is necessarily more democratic
and I don't think that there is very wide
spread participation on the part of the average
faculty member in the union movement on this
campus.
It is fairly small number of people
that participate regularly in union
activities....
I don't see the union as a
great democratic element on our campus.
And I
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do think that it is, it has created certain
adversarial tendencies on the campus which I
find difficult to live with.
(Dean D)
I urged him to explain in what ways and he added:
I think there is a tendency on the part of the
union to create anti administration sentiment
and to blame the administration for everything
rather than the administration head...and to
rewrite history and to behave in ways that I
find occasionally demagogic, just flair up
things, take credit for things that they
shouldn't take credit for, cause a lot of blame
for things in directions which are
inappropriate.
(Dean D)
Two other deans also felt that collective bargaining is
not necessarily democratic nor does it encourage greater
participation in decision making.

One of them acknowledged

that collective bargaining has both positive and negative
aspects.

However,

he added,

superficial participation"

"it encourages kind of a

(Dean B),

and doubted that the

sort of adversarial position the union finds itself in
difficult times would actually lead to the need for
participation.
The other dean maintained his view that the union adds
to the difficulty of clarifying the match between authority
and responsibility.

He asserted:

I don't think the union helps in making a
democratic place.
I think that's a fallacy
I
think the union confuses the issue of
clarifying where authority and responsibility
get matched.
Because the union wants authoritv
over a lot of things where it has no
responsibility, and wants responsibility where
it has no.authority, it adds to any management
confusion within the institution with respect
to Regents and the Legislature and Board of
Trustees and the arbitrary effect that the
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state resources allocation process can have on
the institution.
The union was created to make
sense within that structure, what I do as a
manager, ...I think the union will be one more
impediment as those all are to straightening
things out.
The reason they exist [meaning
union] is because the others exist.
If you
wanted to really clean up the lines of
authority and responsibility here, and to give
people sense that they can play for the long
term, the union will then become a problem.
(Dean H)
In responding to the question posed one dean said,

"it

is the later obviously" meaning that collective bargaining
is more democratic and allows greater participation in the
process of decision making adding,
purely that"

(Dean E).

"although it may not be

One complaint this dean has is that

some faculty misunderstand what collective bargaining can
and should do for them and think that the union agreement
protects them from doing anything they don't want to do.
"It is a source of distress because that's not what
collective bargaining is all about"

(Dean E).

Another dean asserted:
Collective bargaining allows the faculty to
become involved in their own fate so to speak,
at a certain point in the process and that's
good.
The concern I have is that people that
are doing the bargaining often don't represent
the collective wisdom of the faculty.
That's
where the politics is in it I think.
(Dean F)
Reflecting on how the union functions and its specific
interests,
degree,

one dean concluded that the union,

"diminishes collegiality"

(Dean I).

to some
He asserted

that "the ultimate loyalty of the union is to the job
\

security and benefits of its members," adding that the union
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has a natural tendency "to equalize people," which in his
view is not appropriate for a university.

Continuing he

said:
AuUnfYers:*'ty
not a Place where people equal
should be.
They should be rewarded very
CaSe5UllY °n the basis of different abilities
a?. different performance.
And the union can
still work toward the equalization and to some
extent against the particular differential
formation of the institution.
And I think a
better university is a meritocracy.
And so
there is a point at which these two things come
mto confliGt.
Still these conflicts are to be
negotiated.
But, I am on the side of
meritocracy.
I think that's how you get a good
educational system.
I think to some extent is
more difficult than the lineal system to run.
(Dean I)
Comparing his experiences here with his experiences at
another state institution without a union,

one dean said

that there was not any difference between the two in terms
of faculty participation in decision making.
question of salary raises,

he felt that if the union were

allowed to exercise discretion on the issue,
will be across the board"
big mistake.

On the

(Dean G).

"all the raises

This he considered a

He asserted that the union "tends to degrade

the quality of the faculty" and "tends to not reward
excellence"

(Dean G).

During hard times the union does not

seem to be a positive force if you want to retain your
quality m years to come,
protect jobs"

(Dean G).

because "in some cases it tries to
Finally he stated,

"in my

experience I am not for collective bargaining"

(Dean G).

Comparing his experience here and the previous school he
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asserted,
is]

"Certainly is not as

more democratic than it

more of part
process"

[X]

state

is here.

in the decision,

is,

if anything

[it

Faculty... have perhaps

in the real decision making

(Dean G).

Considering what is happening in some other
institutions compared with here,

one dean said that the

answer to the guestion depends on where one
happening at that particular place.

is and what is

Then he added:

And I would say that the model that is here, if
you are gonna have collective bargaining use
it...by and large collective bargaining has
been a benefit here.
I think that in a sense I
don't feel bad about collective bargaining....
But at this point I believe that collective
bargaining has not been adversarial for the
most part.
(Dean A)
Regarding the stages of development in collective
bargaining he believes that the union here is more
supportive and is trying to work with the institution rather
than control

it.

Furthermore he noted that

it may not be

possible to make generalization about faculty unionization
and its benefits

in institutions.

some"

In conclusion he said,

this

(Dean A).

"If anything

it helps

"But by and large

institution has not really suffered by virtue of the

union being here.

And I think it's,

it may help

it.

I

certain that salaries have been enhanced by bargaining"
(Dean A).
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am

-For various reasons some people argue that the faculty
should not belong to unions for collective bargaining, and
should not bargain collectively, others disagree with this
position.
What is your opinion on this?
Most of the deans

indicated that given the nature of

universities the faculty should not belong to unions for
collective bargaining.
circumstances
there

However,

in which this

because of the

institution finds

is need for the faculty to have a union.

itself that
A breakdown

of the responses shows that five deans held this position.
One of their arguments

is that the state is too political

and with most segments of higher education vying for the
state resources on a collective basis,
be worse off

the university would

in the absence of a body that represents the

faculty interest',

particularly to the state legislature.

One of the deans specifically stated other cogent reasons
why the faculty should have the right to unionize.

This

dean said:
My opinion is that faculty should have the
right to unionize if that suits that particular
group of faculty.
And all this suits the
faculty here at our university.
And I think it
keeps them from being vulnerable if the system
were a bad system, and I am not saying this is
a bad system.
But vulnerable people can suffer
in a bad system.
And so I think we need a
system of checks and balances.
And I think
that collective bargaining provides checks and
balances.
(Dean E)
One dean said he was neutral on the issue on condition,
that his experiences

in one unionized and two non-unionized

institutions di,d not show much difference.
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He said,

"I am

neutral on that,
a

the reason I

lot of difference

am is because...I haven't seen

in the outcomes too between those three"

(Dean F).
Of the three other deans,
there were no union here.

one simply preferred that

He cited the misconception the

unions have about how universities are organized and should
operate which are more or

less cast in a hierarchical,

industrial model rather than as

"decentralized places

in

which faculty members play the primary role in deciding the
nature of the curriculum and the nature of what the
university is all about"

(Dean D).

their distaste for the union.

The other two emphasized

While both said that the

faculty should not belong to the union,
that they should bargain collectively,
it through a professional means

one in addition said
but

"they should do

like the faculty senate"

(Dean C).
The other dean said,
it

is

so?"

,

inappropriate"

"I don't think they should because

(Dean G).

I

asked,

"Why do you think

He responded:
I think faculty should be professional,
independent.
It is important for faculty to
operate in a sense independently.
They should
be' independent thinkers.
You get a Ph.D.
because you did original piece of work.
When
you are bargaining collectively it appears that
you are just turning all this around.
The good
faculty that we are associated with here are
the ones that work independently, generate a
lot of their own work.
I don't see why lately
they shouldn't get their rewards on an
independent basis.
On the basis of collective
negotiations, it doesn't make any sense to me
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at all.
That's not for the faculty at all.
The fact is that the faculty just want to do
their own thing.
If you got...Ph.D. why would
you go to the university instead of going to
the industry?
You go to the university because
you work in a field to be creative.
And if you
want a change, you can change to another field.
You want to be independent.
So, when it comes
to negotiating salary contracts, we wanna
pursue it on an individual basis.
Absolutely,
there is no question in my mind about that at
all.
It should be professional; and we are
professional....
(Dean G)
There are many deans who share the above view.
However,

some have realized how difficult it is for

individual faculty members to get their fair share of reward
in a highly unionized state if there is no organization with
political clout to argue their case.

With the financial and

economic conditions of the state and the institution being
in dire stress, those groups in society who do not have a
body to lobby for their share of the state budget stand at a
disadvantage.

For .this and many other reasons the majority

of the deans now believe that the faculty,
this state and institution,

particularly in

have a justification to join the

union and to bargain collectively.
✓

Summary
On the overall evaluation of faculty collective
bargaining's impact on the roles and responsibilities of the
dean three deans said that it makes them more difficult,
responded that it makes them easier,
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two others indicated

two

that it makes them difficult as well as easy,

while only one

said it does neither.
The most beneficial effect of collective bargaining
according to three deans is getting money for faculty
salaries from the legislature;
varied.

for the others,

opinions

Five deans mentioned the constraint or

inflexibility the union imposes on them as its most
detrimental effect.
What 77.8% of the deans find most helpful in the
performance of their duties is good relationship with the
people they work with,

and 88.9% find reduced budget least

helpful.
Recommendations for improving the dean's role included
fiscal autonomy for the institution and was suggested by
four deans,

the single factor recommended by most deans in

comparison with others.

The suggestions for an aspirant to

the deanship indicate that experience,
persistence,

patience,

vision,

courage,

ability to listen to people and to

communicate with them effectively are all important for a
person to have as a dean.
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CHAPTER V
DISCUSSION

This chapter contains the significant results of the
study and the implications for higher education
administration.

Also I examine the perceptions of the deans

and provide an assessment of whether there are any patterns
in the responses of the male and female deans which could be
attributed to gender differences.

Finally,

I scrutinize the

perspectives of the deans in the College of Arts and
Sciences and those of the deans in the professional schools
and colleges for important differences in their perceptions,
and provide an interpretation of the reasons for the
^iffei:*ential impact of the budget cuts on the schools and
•i

colleges in the university.
The results are discussed under the sub-headings;
faculty personnel policies and procedures,
resource acguisition and allocation,
program development,

and general.

budget and

planning and curricular

Under each category,

integrate into the discussion the conclusions from the
results,

and any recommendations to improve the specific

areas of administration which emerged in the study.

The

chapter’ ends with recommendations for future research.
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I

Personnel Policies and Procedures
One of the areas where the deans emphasized that
faculty collective bargaining has had a significant impact
on their role is merit pay.

They mentioned repeatedly that

it has reduced the percentage or proportion of the amount
for merit pay and limited their ability and discretion to
use merit pay to reward faculty on the basis of superior
performance and/or meritorious achievement.

They explained

that the union has been able to reduce their freedom of
action in this area through the faculty collective
bargaining contract.

The contract,

they reiterated,

reduces

the percentage of money that is available for merit pay by
setting aside a greater percentage of the funds for annual
increments in the form of cost—of—living adjustments which
are distributed across-the-board.

Further explanation was

%

that the contract divides the merit pay portion into two
parts,

specifies the basic procedures to be followed in

their allocation,

and essentially prevents the deans from

exercising exclusive control over the entire merit pay.
The action of the union with respect to merit pay here
is consistent with the union's traditional goal.
Philosophically,
structure.

this goal is to reduce inequities in salary

Some authors have called this goal "union dogma"

(Gutherie-Morse,
with this goal,

Leslie,

and Hu,

1981,

p.

248).

In keeping

the union's preference is to have a greater

portion of the money available for compensation used for
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cost-of-living adjustment and distributed across-the-board.
This is what the union has done in this institution.
Other studies show a similar trend.
Gutherie-Morse's

(1979)

For example,

study showed a ten-year decline in

merit pay in institutions with faculty collective bargaining
compared with those without the union.

She asserted:

"Perhaps the most startling finding was the pronounced
decline in merit-based pay in unionized institutions"
(Gutherie-Morse,
International,

1979.

In Dissertation Abstract

1980 April,

40

(10),

p.

5333-A).

The union's interest in seeking salary equity is
reflected in the results of another study.
Leslie,

and Hu

(1981),

telephone follow-ups,

Gutherie-Morse,

conducted a mail survey,

with

of sixty institutions and "learned

that less than half of the unionized institutions considered
merit in the awarding of salary increases,

whereas almost

three-fourths of the non-union institutions did so"
(p.

250).

Further,

salary structure]

they discovered that "variability

is higher,

rank/classification],

in all categories

[in

[of faculty

where merit is considered in

determining salaries than where it is not considered"

(p.

253) .
In contrast to the faculty union's interests and
approach,

the administration would prefer that merit be the

basis for reward,

and a higher percentage of funds be

reserved for m^rit pay.

Regarding this,
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one dean said,

"I

would like to see a little bit higher fraction of the salary
increases being in the merit pool,
of-living. .. .

as opposed to the cost-

My own prejudice is that I would like to see

that percentage 50/50"

(Dean B).

One reason for this

preference may be that the use of merit pay as a financial
incentive,

can enable deans to retain faculty members who

are higher achievers,
others.

by paying them higher salaries than

It may also give them the discretion to accomplish

more things for the college/school.

One dean illustrated

the implication of apportioning a small fraction of the
funds for salary adjustments to merit pay by saying:
If you have 6% raise and there is, let me say
5% across-the-board, and only 1% for merit, it
doesn't give you much discretion....
It makes
a significant difference in what you can give a
faculty member evidently.
(Dean G)
Judging from the above statements and opinions that the
other deans expressed,

it is reasonable to assume that,

if

the deans are given the freedom to determine how the money
for salary should be used,
strong faculty,

their interests in building

improving academic quality,

and establishing

the reputation of their schools and colleges,

would prevent

them from seeking parity in faculty salaries.

The findings

of Gutherie-Morse and others cited above gives credence to
this view.
Two extreme and contradictory views were also expressed
on the issue of merit pay.

One is that the present system

of merit distribution works well when there is merit money,
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that "there is sufficient flexibility in the system...

to

attend to most meritorious faculty," and that the decisions
involve "a lot of effective cooperation"

(Dean I).

The

other view is that the structuring of the merit award is a
"divisive system" and that to allow a faculty member to
decide the merit of another faculty is "outrageous"
(Dean C).

However,

the views of the other seven deans are

moderate and fall between these two extreme ones.
Based on the perceptions of the deans on this merit
issue, my conclusion is that faculty collective bargaining
has significantly affected the role deans play in the use of
merit pay to compensate the faculty.
Another important finding of the study is that faculty
collective bargaining has made the deans extremely careful
in following procedures for making decisions,
hiring,

tenure, promotion,

adjustments and merit pay.

contract renewal,

especially in
salary

The union was able to achieve

this strict adherence to procedures in decision making in
these areas by incorporating some university policies into
the contract,

and spelling out in the union agreement,

in

precise language, detailed guidelines to be followed.
As one dean said,
the

[X]

"Adherence to the detailed letter of

book is probably more scrupulous now than it was

before the union..*

that could possibly be considered a

solitary development as a result of unionization"

(Dean B).

The same diligence in following procedures is exercised in
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promotion and tenure reviews.

As another dean said,

union has made some difference because...

The

I feel as a dean

that I have to be very careful with my procedures,

because I

know that the union is out there potentially as an adversary
to me"

(Dean D).

Yet another dean comments:

In the case of tenure, there is no question
that our adherence to the [X] book is truly
microscopic.
I mean in any denial of tenure,
the overwhelming likelihood is there will be
grievance filed; that the union will be pushing
to try to reverse the tenure denial.
And so
the tenure file is assembled in ... a really,
really, really, careful fashion, much more
carefully than it was before the union.
(Dean B)
Ordinarily it is expected that a good dean would
exercise care and diligence in making decisions,

and would

carefully review procedures followed in arriving at the
recommendations submitted to him or her, with or without a
union.

However, with a union the consequences are great for

a dean who knowingly or inadvertently violates stipulated
procedures.

Depending on the circumstances and the

particular issue affected,

a dean's image and reputation

could be damaged and the institution's name tainted by such
a violation.

For example,

a decision to deny tenure to a

faculty member could be reversed in a court of law if it was
discovered that improper procedures were followed in making
the decision.

Because of the increased tendency for faculty

to file for grievance,

deans are more cautious now with

their procedures than before the union.
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As one dean noted:
it i-s a negative decision, if somebody is
denied tenure, or denied promotion, denied
anything, whatever it is, the union will get
involved if the individual bargaining unit
member goes to the union and says something was
wrong.
(Dean D)
With this condition,

there is greater opportunity for

grievances to be filed against deans,
claims or charges,

as one dean pointed out.

Without a union,
give to procedures,
consuming,

even for frivolous

the strict attention that deans now

which are complex,

probably would not occur.

earlier attest to this view.

cumbersome,

and time

Instances cited

Prior to unionization the

deans could ignore the procedures and sometimes policy
guidelines with limited,

if any,

repercussions.

With the

inclusion of the procedural guidelines in the contract,
their outright violation is a legitimate ground for filing a
complaint.
More importantly,

the ramifications of a grievance

brought in a unionized institution due to procedural
violations may differ remarkably from that of a nonunionized institution.

The simple reason for this is that

procedures that are not included in the union agreement,
not have the same legal status as those included,
therefore can not exert egual force.

do

and

This is why the union

struggled to include the procedural aspects of some of the
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university's policies and guidelines contained in the X book
into the union contract agreement.
Additionally,

following procedure is basic to carrying

out the obligations the administration and the union agreed
to in the contract.

The procedures are important because

they check arbitrary action,

try to insure fair treatment,

and inject some element of accountability into the process
of decision making.

For example,

in the case of tenure,

one

procedural guideline is that "the basic file will be studied
at all levels where responsibility for recommendation,
review or decision has been established"
University]

Board of Trustees,

197 6,

p.

([The State
14) .

Therefore,

*

when deans talk about following procedures carefully,

they

are talking of how matters that are significantly important
to the faculty,

as stipulated in the contract,

are handled.

Based on the results of this study, my conclusion is
that the inclusion of these procedures in the union
contract,

and the deans'

strict adherence to them have led

to greater procedural protection for faculty promotions and
tenure.

They have also given rise to less arbitrariness in

administrative decisions by deans.

They may also have

contributed to more job security now than before the
establishment of the union.

Kemerer and Baldridge

(1975)

included these items among the things they indicated are
V
\

more likely with union than without.
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Budget and Resource Acquisition and Allocation
Of the deans

in this study,

55.6%

felt that faculty

collective bargaining has not changed the budgeting process.
The other

44.4% thought

it had affected salary and merit pay

allocations and distributions,
constrain their actions.

which they explained

One dean argued that any changes

in the budgeting process are due to crisis,

rather than to

collective bargaining or any institutional structure.

He

explained that a major crisis has a centralizing effect,
its ultimate

impact

and

"is a tendency for authority and power

to be exercised at the top"

(Dean D).

In answer to whether collective bargaining has caused
their roles
to expand,

in the budget development process and decision
diminish or remain unchanged,

44.4% of the deans

said that they have remained unchanged or about the same.
The roles of two deans

increased;

the remaining two said

that they had no basis for comparison.
There

is a similarity as well as some differences

between this result and the findings of Marks

in her 1980

study of Pennsylvania state colleges and universities,

and

Pennsylvania state-related institutions of Temple University
and Lincoln University.

Her results showed that 12

57.1% reported that their roles

deans or

in the budget development

had not changed since the advent of collective bargaining.
Seven

indicated that their roles had expanded,

showed a decrease

(Marks,

1980,
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p.

143).

while two

The majority of the participants in my study,
88.9%agreed that the financial condition of the
institution has the greatest impact on the role deans play
in the budget.

For example,

good economic times,
sufficient money,

one dean explained that during

the departments are able to generate

which makes it possible for them to cover

some overhead expenses which they would not cover in hard
times.
budget.

This reduces the requests departments place on the
In general,

the structuring of the content of the

budget and the decisions such as how many new faculty
members to hire,

the expansion of certain programs or

initiation of some new programs and their impact on the
resources,

are issues and decisions the dean deals with in

the budget.
During hard economic times,
change.
hires,

the budget priorities

Instead of expanding and making provision for new
the dean's attention focuses on what items in the

budget to cut to save money;

care is given to decisions on

how available resources are allocated,

and how effectively

they will be used to meet the needs of the school/college.
In the words of one dean,

during the hard economic times,

i

through the budget,
For example,

the dean "spreads the misery

(Dean B).

during the economic crunch funds for

travel are reduced,

workloads increase,

faculty in

departments are forced to share secretarial services owing
to the layoff or termination of some support staff.
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Another

dean explained that during such times,

there is increased

interaction between the deans and the faculty.

Some deans

capitalize on these interactions to explain the rationale
for any actions and decisions they may take or had taken.
Others use these occasions to solicit proposals for solving
budget problems.
The finding that the financial condition of the
institution has the greatest impact on the role of deans in
budgeting is in agreement with the result of Marks'
Marks

(1980)

study.

reported that 61.6% of the deans she

r

interviewed in her study also stated that financial
conditions had the most impact on the roles they played in
budgeting

(Marks,

1980,

p.

144).

The changes in the roles

deans play during hard economic times are much harder to
deal with than those changes during good economic times.

To

help alleviate the pressures that financial uncertainty
creates,

deans propose to take certain actions like fund

raising.
The deans identified the federal and state regulations
as the factors that had the least impact on the role they
play in the budget,

followed by faculty collective

i

bargaining.

This result contrasts with that in which 66.7%

of the deans identified federal/state rules and regulations
as the factors,

besides faculty collective bargaining,

which

affect the dean's role in the personnel policies and
s

procedures discussed in this study.
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Given the significance

of the budget on the life of faculty members,

the result

reported here on faculty collective bargaining was a bit
surprising.
The budget is a planning tool and also an instrument
for allocation of resources,
benefits.

Therefore,

including faculty salaries and

the active participation and

involvement of the union in the budget would more
significantly impact the role of the dean than the results
show.

A plausible explanation for the result is that much

of the money in the dean's budget is for faculty salaries,
and the allocation of funds for salaries is determined at a
higher level of the administration.

As a result,

the union

is not involved directly in the budget processes and
decisions at the dean's level.
As the deans familiar with the budget operation prior
to the establishment of the union reported,

the campus

budget decisions have always been made "top down"

(Dean A)

and they have continued to be so to the present.

The only

change is that instead of the central administration
unilaterally deciding how the money is to. be allocated,
union,

the

through the collective bargaining agreement,

influences the budget allocation decisions that affect
faculty salaries and benefits.
Another finding is that the Provost and the Chancellor,
representing the central administration,

exercise the

greatest power and influence on the budget processes and
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decisions on the campus.

The financial condition of the

university determines the degree of control they exert over
the deans in the expenditure of their budgets.
stated in the interviews,
crisis,

As the deans

during the period of fiscal

the central administration limits the ability of the

deans to exercise discretion in the expenditure of their
budgets.
One striking difference between the way the budget
matters are handled here and what Scott

(1979)

discovered in

his study is the lack of frequent discussions between the
deans and the central administration about resources.
noted that "whenever money in the college
became limited,

Scott

[he studied]

decisions about resources were pushed upward
*

from the dean to the provost,
(Scott,

1979,

p.

and discussions were frequent"

449).

During my interviews for this study,

one dean explained

that the deans were not well informed about what the central
administration was doing in its handling of the budget
problems.

Therefore,

this made it difficult for them to

plan or function effectively,

he asserted.

Another dean

voiced a similar view by indicating that the deans were not
involved in budgeting for the campus,

and felt that deans

deserved to contribute more to the budgeting process and
«

decisions for the university.
Another study,

Marks

(1980),

provided a somewhat

similar but broader perspective than Scott's on the budget
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issue.

Marks noted that there was a great deal of

interaction among the deans,

department heads,

faculty

councils,

and the central administration in the budgeting

process.

However,

she concluded that "increased

participation in the budgeting process does not lead to a
sharing of power....

Decisions which impact on the major

portions of the institution's budget are still made by
central administration"

(Marks,

1980,

p.

147).

There was no indication in this study that collective
bargaining has caused any shift in power from the deans to
the central administration or to the faculty.

Though,

was said that the budget decisions have always been
down."

If anything,

it

top

the administration and the faculty

union have been cautious not to overstep each other's
boundaries.

Regarding the deans and the central

administration,

particularly as it concerns the budget,

it

is reasonable to agree with the view expressed by one dean
that the exercise of greater control by the central
administration over the deans'

budgets,

is due to financial

rather than to faculty collective bargaining.
However,

it is equally plausible to argue that

financial crisis forces the union to bring pressure on the
central administration to pay closer attention to
institutional expenditures,

which lead to decisions that

negatively affect the faculty.
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Such an action by the union

stimulates the central administration to exert greater
control over the deans'
Secondly,

budgets.

financial crisis tends to strengthen the

union's motivation to have the central administration open
the books for closer scrutiny,
the deans'

expenditures.

and for the union to monitor

Some deans reported that this has

occurred during this present financial hardship for the
university.

The effect is that deans have been more careful

in how they spend and account for their expenses.

Travel

expenses have been curtailed and accounts consolidated.
They also stated that when the university's finances are
stable and buoyant,

and the state's economy vibrant,

the

central administration and the union tend to relax the
demand for greater financial accountability from the deans.
They allow them greater freedom than now to manage their
budgets.

This is because the financial crisis which

threatens faculty jobs and benefits are greatly diminished
when the institution's fiscal conditions are strong.

Planning and Curricular Program Development
According to the perception of the deans in this study,
faculty collective bargaining has not impacted the process
#

and decisions involved in the planning and development of
new courses,

curricula,

and degree requirements.

It has

also not caused any shift in the roles and responsibilities
of the deans as compared with those of the faculty in
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academic planning,
unanimously.

a view the participants expressed

Although the academic policy contained in the

X book of the university stipulated that the faculty have
"primary responsibility in academic matters"
University]

Board of Trustees,

1976,

p.

3),

([The State
this did not

mean that the deans could not play active roles in academic
matters.

The academic matters referred to include

"curriculum,
research,

subject matter and methods of instruction,

admissions,

libraries,

and other aspects of

University life which directly relates to the educational
process"
p.

([The State University]

Board of Trustees,

1973,

2) .
An empirical study by Giallombardo

provosts,

(1979)

asked the

chairpersons and deans in both the institutions

with and without collective bargaining to rank the
importance of the deans'
Giallombardo Reported;

roles in their institutions.

"the NCB administrators ranked the

personnel functions as most important,
academic functions.

As

Whereas,

followed by the

the CB administrators ranked

the academic functions first and personnel functions second"
(Giallombardo,

1979,

p.

74).

The initials "NCB" and "CB"

mean non-collective bargaining and collective bargaining,
«

respectively.
These results indicate that deans are highly involved
in the academic issues in their schools and colleges.

The

ability of deans to effect the academic direction of their
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colleges and schools is reflected in the factors that
influence the planning of academic programs and their
implementation.

As the results show,

66.7% of the

participants in this study indicated that financial
resources and the availability of competent faculty are the
most important factors which influence the planning and
implementation of academic programs.
reported that the deans'

And 55.6% of the deans

actions and decisions in the

planning process and execution of academic program plans
have their greatest impact in the provision of financial
resources.
Conseguently,
changes,

even if the deans do not initiate any

or new programs,

they still retain the power of

review over academic programs.

Any new programs must

conform to the long term goals of the college/school and the
university as interpreted by the dean and approved by the
faculty senate.

To implement the programs or any changes

that require substantial financial expenditure,

the dean

must sanction the action.
The significant power deans exercise over such items as
i

travel money,

resources for teaching and research,

assignment and provision of resources for Teaching
Assistants,

making decisions on the number of faculty to

hire in a department,

and providing resources for changes or

initiation of new programs,
to provide leadership.

gives them immense opportunity

Those who are able to combine
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financial power with innovative and imaginative ideas,

such

as providing a realistic vision of the future needs of their
schools or colleges,

initiating new programs,

outside sources of funding,

generating

and initiating partnerships with

corporations and other institutions,

can create outstanding

schools/colleges.
In this respect,

the two deans who pointed out that

they created new programs,

explained how involving and

communicating constantly and continually with the faculty
over a period of time can help implant and shape new ideas
that do lead to significant changes.

General
There are some notable results of this study which do
not fit neatly into the three categories under which I have
been discussing the results so far.

My observations and

comments on these results and the overall impression I
gathered from the study are therefore presented here.
In reviewing the results of the study,

I did not

identify any differences between the perceptions of the male
and female deans on the effect of faculty collective
bargaining on the ^role of the dean that could be attributed
to gender differences.

Only two deans mentioned any

discomfort in the relationship among the deans,
those deans were female.

and both of

One dean said that the old deans

are not "a particularly welcoming group of deans"
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(Dean C).

And the other observed,
call us a group.
(Dean E).

"as a group,

we,

I,

wouldn't even

it is not a cohesive unit of any sort"

Then she suggested that a closer interaction and

joint effort of the deans would be more productive than is
presently the case.

Therefore,

I conclude that there is no

difference in the perceptions of the male and female deans
on the effects of faculty collective bargaining on the role
of the dean.
Also,

a close scrutiny of the collective views of the

deans in the College of Arts and Sciences and those in the
professional schools and colleges produced no pattern of
responses that would lead one to place them into two
distinct categories.

Faculty collective bargaining did not

have a perceived impact that is attributable to one group
and not to the other.
The budget cuts affected some professional schools more
severely than others and therefore impacted on the role of
the deans in those schools/colleges to differing degrees.
The same differential impact was evident in the College of
Arts and Sciences.

Conseguently,

no neat line can be drawn

between the deans in the College of Arts and Sciences and
the professional schools based on differential impact.
What accounts for severity of the budget cuts on
«

individual schools/colleges and their impact on the dean is
the extent to which each school or college relies on the
state funds for its programs and activities.
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A second

factor

is how adept and effective a dean is

in cultivating

outside sources of

funds,

colleges'/schools'

programs are in attracting outside

support.

A third factor

enrollment.

Those deans

and how suitable the

is the undergraduate and graduate
in either the College of Arts and

Sciences or the professional schools who had sufficient
enrollment

in their undergraduate and graduate programs,

had

some buffer against the threat of program reduction or
elimination unlike those without such enrollment.
One of the objectives of this study was to generate
views on how to

improve higher education administration,

especially in those institutions with faculty unions.
During the study the deans expressed opinions on specific
issues that have been sources of problems for them,

and

suggested what could be done to alleviate such problems.
They also

indicated what has worked for them and what may be

helpful to new or potential deans.
suggestions "were

Some of these

listed on pages 291-293.

I would like to

expatiate on some of them.
From the perspective of these deans,
administration could be

higher education

improved in the following ways:

One

suggestion'by four deans was to grant fiscal autonomy to the
institution.
is that

Jhe rationale for this as one dean explained

institutions of higher education are different from

other state agencies and bureaucracies.

To subject them to

unexpected budget cuts every now and then disrupts their
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effective operation.
impossible,

It makes long range planning

jeopardizes the future of the university as

uncertainty in the financial support to the university from
the state stirs fears and stimulates outflow of some
reputable faculty and effective administrators to other
institutions.
The results of the study also show that all the deans
have had some type of administrative experience before
assuming the post of dean at the State University.

They

have also been involved in teaching and participated in the
governance bodies of their schools/colleges,
the whole institution.

departments,

or

While they suggested that it is

helpful to have a variety of experiences before becoming a
dean,

they emphasized having experience of an administrative

nature.

Four deans said that serving as department chair

had been particularly helpful to them in performing their
duties as deans.

Their specific statements on this were

quoted on pages 298-300,

and others on pages 294-297.

These views suggest that aspirants to the deanship and
new deans should have a variety of experiences because the
requirements of the job as a dean are many and varied.
Therefore,

the knowledge of management,

administrative tools and techniques,

the ability to apply

and the acquisition of

administrative experience prior to assuming the decanal
position are deemed essential by the deans.
\
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The impact of faculty collective bargaining on the
roles and responsibilities of the deans in this university
has been mediated by the academic personnel changes which
were implemented before the introduction of faculty
collective bargaining.

Many of the changes which the union

could have initiated had already become part of the
university's academic personnel policy and were merely
considered by the union as existing practice.
reason,

For this

some deans believe that the union has not made any

significant impact because it did not create the policies.
However,

the incorporation of some of these policies and

their procedural guidelines into the union contract has
added legal leverage to their status.

Recommendations for Future Research
1.

A study which compares the perceptions of the deans and
department chairpersons on the impact of faculty
collective bargaining on the role of the dean should be
undertaken.

The results of such a study may have

increased credibility and trustworthiness,

because the
#

department chairpersons are likely to provide a more
objective perspective in some areas of the study than
the incumbent deans.

Also since department

chairpersons maintain frequent contact with the deans,
are in constant communication with them,

and both

groups perform similar duties at different levels of
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the

institution,

they understand the problems and '

situations of each other well.

Given this condition,

department chairpersons are in a position to provide
reliable data which will shed

light on the perceptions

of the deans.
2.

Deans

in different institutional types—universities,

four-year,
gain

and two-year colleges should be studied to

insight on how the different institutional

contexts

influence their perception of the impact of

faculty collective bargaining on the role of the dean.
Exploring how different leadership styles,
decision making,

governance structures,

processes of

and goals and

objectives of different institutional types affect the
role of the dean,

may provide valuable information for

improving the administration of these institutions.
single

A

institution will not provide the array of

information that-such a study will generate.
A study which is national

in scope and focused on the

problems deans encounter in their administration of the
union contract is recommended as the data generated
from this can help to develop training and development
programs that will address those areas of need.

A dean

who is knowledgeable in the union contract
administration is

likely to do a better job and to find

the dean's duties

in a unionized institution easier to

*

handle than one who

lacks such knowledge.
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4.

.A study should isolate,

examine and compare the effects

of budget cuts versus faculty collective bargaining on
the role of the dean and how these affect the dean's
decision making power in relation to the central
administration.

The argument raised in my study was

that the financial crisis,
budget cuts,

which gave rise to the

determines the amount of authority or

control the central administration allows the deans to
exercise.

Another was that the union contributes to

the restrictions the central administration imposes on
the action of the deans.

A study which investigates

these issues thoroughly will bring some enlightenment
on their actual effect.
5.

The effects of faculty collective bargaining on the
university in general should be studied as a basis for
effecting some changes in the next round of union
contract negotiations.

The results of such a study may

help to improve the union-management relations on
campus,

and facilitate the negotiation and

administration of the contract.

The study could

combine guestionnaires and personal interviews using
the deans,
chancellor,

department chairs,
president,

directors,

faculty,

students,

officers as subjects for the study.
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provost,
and union
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INTERVIEW GUIDE

1•

Background Information and Experience

1.

Your name and title

2.

Did you serve as a dean here before or after the
establishment of faculty collective bargaining or both?

3.

How many years have you served as dean?
to what year?

4.

What is the approximate number of full and part-time
faculty in your school, college or faculty?

5.

How many department chairpersons report to you?

A.

Teaching Experience

B.

C.

From what year

1.

Before becoming a dean did you ever teach here or
at any other institution and what was your
department?

2.

What courses did you teach and at what level?

3.

Do you still teach while you are dean?
many courses and at what level?
If no,

If yes,
why?

how

Research Experience
1.

What was you area of interest in research prior to
becoming a dean?
Has there been any shift in
research during your deanship?

2.

As a dean, does faculty collective bargaining in
any way affect your area of interest in research,
or your ability and time to do research?
Please
could you explain?

Administrative Experience
1.

What type of administrative experience did you have
before you became a dean?

>

343

2

.

3.

Were you involved in any governance bodies or
committees in the department, college, or the
institution as a whole?
Did you have any labor union experience either as a
member or an officer of the union?

il•

Faculty Personnel Policies and Procedures

1.

What part do you play in the processes and decisions,
and in what way does faculty collective bargaining
affect your role and responsibilities in the processes
and decisions in the following areas:
(a) Hiring of faculty (full/part time)?
(b) Retention:
contract renewal of temporary and
permanent faculty both full-time and part-time?
(c) Promotion?
(d) Tenure?
(e) Salary:
initial and adjustments?
(f) Merit pay?
(g) Leave of absence/sabbatical (with pay or without
pay) ?
(h) Retrenchment?
(i) Grievance appeal and settlement (b through h)?
(j) Retirement?
(k) Appointment of department chairpersons?

2„

What other important factors affect your role in the
above areas?

3.

Overall would you say that your role in decision making
in faculty personnel administration has increased.
decreased, or remained unchanged under collective
bargaining?

4o

During your term of office as dean under collective
bargaining, what person or group has the most power in
decision making in faculty personnel matters discussed?

5.

Before collective bargaining, what person or group had
the most power in decision making in faculty personnel
matters discussed?

6.

Please indicate, in order of importance, the three or
four responsibilities you consider to be the most
demanding of your time and the most demanding of your
administrative skills?
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Which of these responsibilities would you attribute
their high demand of time or administrative skills to
collective bargaining?
What primary factors do you consider in deciding the
responsibilities you delegate to your subordinates and
those you handle personally?
Does faculty collective bargaining affect these factors
and your decisions on what to delegate and what to
handle personally?
How you would you describe your working relationship
with the following?
1.
The central administration, particularly, the
Provost and the Chancellor?
2.
Other college or school deans?
3.
Department chairpersons?
4.
Informal faculty leaders like personnel committee
chairpersons?
5.
Individual faculty members?
In your opinion, what impact, if any, does faculty
collective bargaining have on these relationships, in
so far as they relate to performing your duties in
personnel administration?

111•

Budget and Resource Acquisition and Allocation

Please could you describe the process your
school/college uses to develop its budget?
Before the establishment of faculty collective
bargaining, did you use this same process?
If there are differences,

what are they?

Has faculty collective bargaining caused any changes or
some other factors did, and if so could you explain?
Would you say that your role in the budget development
process and decisions has expanded, diminished. or is
unaffected by faculty collective bargaining?
If your
role has expanded or diminished, name which functions
and how they are affected.
In your opinion, what person or group has the most
power or influence in the budget development process,
and in making final decisions on the budget?
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H^f.this condition always been the same,
without collective bargaining?

with our

Which of the following factors account for this
condition or change?
1.
Financial condition of the institution?
2.
Federal/state regulations?
3.
Faculty collective bargaining?
4.
Formal position and/or professional expertise in
budgeting?
5.
Enrollment patterns?
6.
Any others?
(specify)
Of the factors indicated, which one has the greatest
impact and the least impact on the part you play in the
budget?
What criteria do you use to allocate to departments the
following resources for teaching and research?
1.
Funds (including those from outside sources.
2.
Equipment.
3.
Secretarial services.
4.
Space.
Do the individuals who secure these resources influence
their distribution?
Do the sources that provide the resources affect their
allocation?
In what ways do the generators of resources and the
sources (providers) of the resources affect your
actions, and how do you satisfy their demands?
Is collective bargaining in any way a factor in the
decisions for the allocation of resources?
If ves
in
what ways?
1
'
What do you find most difficult in the budgeting
process and decisions?
What do you find most useful in the budgeting process
and decisions?
Do you have suggestions for improving the budgeting
process and decisions?

IV.

Planning and Curricular Program Development

Describe the process your college, school or faculty
uses to plan academic programs including the
development of new courses, curricula, and degree
requirements.
In your opinion, does faculty collective bargaining
affect this process and the decisions involved in it in
any way?
Please explain.
How would you describe your relationships with the
department chairpersons in program planning?
Does
collective bargaining affect these relationships, and
in what ways?
Do you perceive any shift in your role and
responsibilities in academic program planning versus
those of the faculty which could be attributed to
faculty collective bargaining?
Please explain.
Which other factors influence the planning of academic
programs and their implementation in your
college/school?
What impact does collective bargaining have on your
decisions regarding the implementation of the plans?
II there are specific areas where your actions and
decisions have the greatest impact in the planning
process or in the execution of the academic program
plans, where are they?
What plans are made to meet the financial and other
resource needs of your college/school?
In your experience as a dean, does collective
bargaining in any way affect your role and/or ability
to cultivate outside sources of revenue, and generate
financial and other resources for your college,
including recruitment of new faculty?
How do the following factors affect your planning for
faculty staffing and development?
1.
Federal/state regulations.
2.
Faculty collective bargaining.
3.
Financial condition of the institution.
4.
Enrollment patterns.
Which of the four factors has the greatest impact on
the planning for faculty staffing and development, and
which has the least impact?
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V.

Suggestions for Improvement and Rationale
for Expressed Perspectives

1.

Does faculty collective bargaining make your role and
responsibilities as a dean more difficult or does it
make them easier?
Please explain.

2.

What would you say is the most beneficial effect of
faculty collective bargaining on your role and the most
detrimental effect?

3.

What do you find most helpful and least helpful in the
performance of your duties as a dean?

4.

What is the most difficult problem you have
encountered, and how did you handle it?

5.

What three or more suggestions would you offer for
improving the dean's role in the administration of
public, unionized, state colleges and universities?

6.

If you had three pieces of advice to give to a new dean
or an aspirant to the decanal position, what would they
be?

7.

Did you find any of the following items helpful and
which one would you recommend most?
1.
Formal training in administration (courses or
internship).
2.
Independent reading of the literature on college
and university administration.
3.
Developmental seminars in administration with a
focus on the deanship.
4.
Any others (specify).

8.

What things would you do differently in the absence of
faculty collective bargaining?

9.

Some people are of the opinion that faculty collective
bargaining is adversarial and too political in
orientation and runs counter to the collegial model of
decision making.
Others believe that collective
bargaining is more democratic and allow greater
participation in the processes of decision making.
What is your view?

10. For various reasons some people argue that the faculty
should not belong to unions for collective bargaining,
and should not bargain collectively, others disagree
with this position.
What is your opinion on this?

348

APPENDIX C
TABLES

349

TABLE 1
Number of Years of Service as Dean

Number of Years

Number of Deans

Percent

1-5

4

44.5

6-10

3

33.3

11-15

1

11.1

16-20

1

11.1

Total

9

100.0

TABLE 2
Approximate Number of Full and Part Time Faculty
in Each Dean's School, College or Faculty

Number of Faculty

Number of Deans

Percent

1-100

4

44.5

101-200

2

22.2

201-300

2

22.2

301-400

1

11.1

Total

9

100.0
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TABLE 3
Involvement in Governance Before Becoming a Dean

Department

Colleqe

Whole
Institution

Number

Number

Number

A

—

—

1

1

B

1

1

—

2

C

1

1

1

3

D

1

1

1

3

E

—

1

1

2

F

1

1

1

3

G

—

—

1

1

H

—

1

1

2

I

1

1

1

3

TOTAL

5

7

8

20

Dean

351

Total
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I. AS DIRECTOR OF THE EDUCATIONAL; ^ACTIVITIES OF THE COLLEGE
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1. To supervise the college curriculum.
2. With heads of departments to make all
changes in courses.
3. To regulate departmental expansion.
.
4. To improve instruction.
5. To arrange for and to encourage continued study by faculty members.
6. To direct faculty attention to changing
educational thought and practice.
7. To interview applicants for admission__
8. To coordinate and improve the grading
system..
9. To supervise entrance examinations and
tests...
10. To determine entrance requirements for
transfer students..
11. To pass on all certificates for admission.. .
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To give counsel on all academic problems.
28
To recommend all changes in curriculum.
With heads of departments to make the
hudeet. 31 12
With heads of departments to nominate
ika tMrhinir ttaff
. 36 17
To make annual reports upon the aca12 39 2
To edit the college catalog on all aca6 35 4
To give general advice on all college
6 41
To help estimate the teaching abilities of
7 51
To estimate the constructive influence of
the faculty members on the campus life. .. 9 42
To estimate the value of faculty contribution to civic affairs. IO 20
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II. AS ADVISER
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Director of Summer Session

Director of Extension

Student Advisers

Q

Personnel Director
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Faculty
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President and Registrar

1 President
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III. AS SUPERVTSOR
i. To classify students.
a. Grant permission for extra hours.
3- To interview students on all academic
matters.
4- To grant permission for changes of
courses of study.
5- To advise failing students.
6. To excuse class absences.
7- To give social counsel and guidance to
freshmen.
8. To give social counsel and guidance to
upper-classmen.
9- To give vocational guidance.
10. To supervise placement..
ii. To supervise all discipline.
12. To supervise the extra-curricular activities of individual students.
13- To investigate and grant permission for
the establishment of new organizations. . .
To
administer scholarship funds.
14To
administer
loan funds..
15It. To supervise student employment on the
campus...
17. To supervise student employment off the
campus.
18. To supervise the housing of students.
19- To give general supervision of student
health.
ao. To correspond with parents on all matters
of student welfare.
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OF STUDENT WELFARE
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(Continued)
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1

la

Business Manager

Dean and Registrar

11

Provost

Heads of Departments

9 10

Head Dept. Education or
Psychology

8

Adm. Committee, Council,
or Senate

7

Administrative Staff

6

4

President, Faculty, and
Trustees

5

Committee

3

President and Dean

a

Registrar

i

Dean of College
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IV. AS GENERAL SUPERVISOR
i
I. To plan college s«i***mhliea (chapels).
2. To select outside speakers.
3- To arrange musical and dramatic programs
4- To be responsible for the organizations
of all college public occasions
.
To
direct
student
cooperation
in com5munity affairs.
6 To promote faculty contacts and contributions in the community
.
7. To assist in faculty housing .
8. To promote plans for faculty insurance
and salary continuance
.
9- To promote and encourage faculty social
and recreational life
.
10. To help promote faculty-student relations
11. To supervise the recruiting of new students
12. To arrange for adequate publicity for the
college
.
13- To arrange for organization and meetings
of college alumni and friends to create
14- To arrange for trips of student organizations
.
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